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Mountam Institute Evaluation 
Executlve Summary 

Ths  report constitutes a final evaluation of a three-year, $1 5 million Matching Grant from the 
Agency for International Development's Office of Private and Voluntary Cooperation to the 
Mountain Institute headquartered in Franklm, West Virgma Funds from the grant finance 
project activities in Nepal, Peru and India and support a number of headquarters7 activities 
designed to strengthen institutional capacity The basic purpose of the grant was to strengthen 
TMI and its stakeholders' orgamzational capacity to manage commuty-based bio-diversity 
conservation programs in the Andes and the Hlrnalayas 

The purpose of the evaluation was twofold to assess performance to date against 
anticipated results and to evaluate the overall impact of the grant on enhancing TMI's 
institutional capacity In addition, it was hoped that the evaluationprocess would have a 
salutary effect on organizational growth and the approach was structured in a manner 
intended to achieve that result 

The Mountain Institute was established in 1972 and until 1992 was led by a strong 
founderlleader who had a forceful conception of where the orgamzation should be heading and 
how it should proceed In the early 1990s, the Institute went through a leadershp crisis and 
transition involving a serious financial dilemma, the departure of the founder, the direct insertion 
of the board into dsuly operations, and the appointment of a new President and CEO wth  an 
international background, strong links to the international commuty and an interest in global 
environmental issues Durmg the last three years, in addition to expanding its international 
program activity, the Institute has devoted considerable time and energy to defining basic 
orgamzational vision, clmfying fundamental values, and developing styles of interaction that are 
positive and affirming, moving TMI toward a clearer focus on mountazns as a common, u f y i n g  
theme w t h  a secondary emphasis on conservatzon, communzty development and culture as 
mtegrating elements 

The 1995 PVC Matchng Grant came at a cntically important time for the Institute It 
supported TMI's emerging international focus, reinforced the new CEO's interest in 
international activities, and gave TMI a global perspective In addition to supporting 
program diversification, the Matchng Grant provided discretionary funds for building 
institutional systems and an opportumty to invest in organizational development and the 
strengthemng of headquarters at precisely the time when it was most needed 

The evaluation identifies a number of organizational characteristics including a diversity 
of program activity, a h g h  degree of structural decentralization, considerable emphasis 
on program autonomy, a small and relatively modest program center, sensitivity to central 
planning and central oversight, an operating style charactenzed by an emphasis on 
consensus and participation, a program approach that puts considerable importance on 
the imperative of indigenous pnonties and a high capacity to attract top quality staff 



The evaluation examines the three country projects with respect to consistency wth  original 
intent, techmcal approach, stakeholder relations, strategic design, replicability, institutional 
synergy, sustainability, cost effectiveness, and the quality of management In all three cases the 
report concludes that the basic objectives of the grant are already or wll  be met and that TMI has 
been very effective at establishing working relations wth  local groups and getting projects up 
and m n g  in a short penod of time The evaluation makes a number of observations regarding 
strategy, replicability, cost effectiveness and mechmsms that can enhance impact Specifically, 

While the mdividual activities are worthwhle and positive, the cost of operating 
in remote areas is quite hgh  and the cost-benefit ratio is not attractive if benefits 
are measured solely on the basis of direct impact on beneficiary groups TMI 
needs to be more proactive in the design and application of sequential project 
strategy that will have a structural impact and include a graduation strategy 

TMI can do more to define what it does in a modular and standardized fashion 
that permits and encourages cntical analysis, provides a tangible basis for 
assessing performance and establishes a sound basis for long term institutional 
growth 

In general, TMI needs to deepen and strengthen its analytical capacity and to 
accord greater lrnportance to a cntical/analytical assessment of its work This 
implies a deeper understanding of environmental issues prior to project launch, a 
tougher approach to sustainability, impact, cost recovery and replicability, more 
attention to what is in the pipeline after the facilitation and empowerment is over, 
a better understandmg of economic incentives and disincentives and a strategic 
approach to project design and implementation 

The evaluation devotes considerable time to the headquarters strengthening and efforts to 
improve TMI's overall institutional capacity Central findings are that 

TMI has made considerable progress in designing and installing integrated 
financial systems and controls and a centralized budgeting capability 

The grant has given TMI the resources to strengthen internal communications, 
build orgmzational consensus and deal with difficult transitions Much of the 
basic work on valuing and visiomng has been accomplished and TMI is now at a 
point where it can engage in operational planrung 

An important board development process has been initiated and needs to contmue 

Despite considerable effort, TMI has not yet designed and installed a basic 
monitonng and evaluation system 



TMI has established a development office and has begun to fasluon a fund raising 
strategy wth  mixed results Some important rehnlung, based on experience to date, is 
currently underway 

TMI needs to more clearly define the role and function of its headquarters w th  regard to 
field programs As a corollary, TMI needs to identify ways to provide more managerial 
support to program staff 

With respect to the impact of the USAIDIPVC grant, the evaluat~on concludes that 

The Matching Grant has been of immense transitional value by providing stability, 
maneuvering room and resources needed to build orgamzational cohesion 
followng a difficult leadership transition 

The fact that the grant has been administered in a flexible and adaptive manner 
permitting modification in grant objectives during implementation was fully 
appropriate and consistent with TMI's broad orgamzational purpose 

Finally, the grant proposal and the Detaled Implementation Plan periodically 
employed fashionable termmology and exaggerated phrasing that suggested a 
comprehensiveness and depth of impact that was slightly misleading 

With regard to basic program strategy, the evaluation notes that 

The organization's interests and programs span a broad and diverse thematic 
landscape While this diversity of interests is responsive to variable country 
conditions, it makes it difficult for TMI to budd a distinctive comparative 
advantage and maximize the impact of scarce program resources 

TMI's geographically dispersed organizational structure, a deliberately modest 
role and set of functions for the center, a limited central capability to evaluate and 
backstop the technical content of field activities, and the absence of an integrating 
strategic plan combine to allow the organization to pull in too many directions and 
to make choice of strategic direction very difficult 

Despite TMI's identification with mountains and the elaboration of the core 
principles embedded in conservation, community and culture, the orgamzation 
needs to do more to clarify its basic purpose 

The evaluation recommends that TMI imtiate a careful program planrung exercise that 
will clan@ orgamzational purpose, take steps to insert an increased quantity of managenal "glue" 
to hold the orgamzation together and improve its analytical capacity at all levels of the 
organization 



T h s  report constitutes a final evaluation of a three-year, $1 5 million Matchng Grant (or 
cooperative agreement) from the Agency for International Development's (USAID) 
Office of Private and Voluntary Cooperation (PVC) to the Mountam Institute (TMI) 
headquartered in Franklin, West Virgima Funds from the grant finance project activities 
in Nepal, Peru and India and support a number of headquarters' activities designed to 
strengthen institutional capacity ' The basic purpose of the grant was to strengthen TMI's 
and its stakeholders' orgmzational capacity to manage commwty-based bio-diversity 
conservation programs in the Andes and the Himalayas 

The purpose of the evaluation was twofold to assess performance to date against 
anticipated results and to evaluate the overall impact of the grant on enhancing TMI's 
institutional capacity In addition, it was hoped that the evaluation process would have a 
salutary effect on orgmzational growth and the approach was structured in a manner 
intended to achieve that result (The Scope of Work is at Attachment 1 ) 

The evaluation was conducted dmng the summer of 1997 and included field visits to 
Peru, Nepal and India and participation m a monitormg and evaluation workshop m 
Elkins, West Virgirua Interviews (both in personal and via telephone) were conducted 
with most of the TMI staff, several TMI board members and wth  cooperating 
orgamzations in the field A list of those interviewed is at Attachment 2 

This report is divided into 7 sections, as follows 

1 Evaluation approach and methodology 

2 The purpose and content of the Matchmg Grant 

3 The Mountain Institute salient organizational characteristics and challenges 

4 An assessment of performance against plan country projects 

5 An assessment of performance agamst plan headquarters component 

6 Summary of major findings 

7 Recommendations 

' Although the life of this three-year grant was October, 1995 to October, 1998, thrs evaluation was 
scheduled for the end of the second year tn order to provide lnsights and feedback to TMI prlor to grant 
completion 



Sect~on 1 Evaluahon Amroach and Methodolow 

Background 

This is a final evaluation of a three-year matching grant The date for the evaluation was 
advanced to the end of year two because the bulk of the funds under the grant has already 
been committed and because both PVC and TMI recognized that the results of the 
evaluation could have a bearing on future funding requests 

The evaluation was conducted by a core "team" comprised of an external evaluator, as 
team leader and principal report wnter, the USAID/PVC Project Officer and a Public 
Policy and Diplomacy Fellow From the American Academy for the Advancement of 
Science (AAAS) on assignment: to PVC The AAAS Fellow conhbuted a techmcal 
background m natural resource management to the team In addition and as discussed 
below, staff of TMI also participated as "team" members during various phases of the 
work Although widely discussed, the findings and recommendations set forth in this 
report are the responsibility of the core team 

The evaluation addressed two sets of questions The first dealt with performance under 
the grant in comparison to onginal intent The second focused on the overall growth and 
maturation of TMI fiom an orgmzational perspective Because the subject of 
organizational capacity budding can be ambiguous and difficult to define, a set of 
analytical questions was developed, distributed to TMI staff and used as a basis for 
discussions in the field (See Attachment 3 ) 

The evaluation work took place fiom June through mid-October 1997 A visit to the 
Franklin headquarters and participation in a management and evaluation workshop 
occurred m June, the field visit to Peru was made in August and the trip to Nepal and 
India m SeptemberIOctober Ths  report was drafted in late October and preliminary 
findings were developed by the Evaluation Team and shared wth  TMI staff in early 
November The final report was transmitted in mid-December 

Approach and Methodology 

Because the approach that was developed for this evaluation is unique and has shaped the 
analytical perspective of the report, h s  section provides a brief discussion of the initial 
methodology and some of the conceptual difficulties faced by the evaluation team 

As originally conceived, it was hoped that t h s  evaluation would provide both a factual 
assessment of performance against plan and an analysis of institutional capacity and 
orgamzational dynamcs that would be useful to managers and relevant to TMI's long 
term growth strategy Thus, it was intended that the evaluation have both a "fact finding" 
and an organizational development component In addition, it was felt that the insights 
into organizational performance would be of much greater practical benefit to TMI if the 
staff were actively involved in the evaluation process rather than having the analysis and 



presentation of findings conducted solely by the outside evaluator Thus, an znteractzve 
andpartrczpatory approach was used incorporating three elements First, the evaluation 
team was structured to include members of TMI staff and the USAIDPVC project officer 
as active participants Second, it was understood that all team members would have 
responsibility for drafting a portion of the evaluation report and that each would have a 
designated sectoral or thematic area of concern Third, the team would meet following 
completion of the field visits and jointly identify and develop a set of findings, 
conclusions and recommendations 

As the evaluation unfolded, it became difficult to sustain a fully participatory approach, 
although important elements were preserved The difficulties were threefold first, it was 
not possible for logistical and scheduling reasons for TMI to locate and appoint a single 
staff member to participate in all three field tnps, secondly, the thematic assignments 
proved to be inappropriate and excessively demanding on TMI staff who had substantial 
ongoing responsibilities, thrdly, the amount of time devoted to team planrung was not 
adequate for team building or to develop an adequate level of comfort w th  the 
participatory concept At the same time, important elements of participabon were 
preserved including self assessment meetings particularly in Peru and to a lesser extent in 
Nepal and India, preparation of brief reports on topics of interest from TMI participants 
and extensive interactive discussion and debate of a formal and informal nature between 
team members dwng the field visits In addition, early and preliminary versions of the 
"findings" from the evaluation were circulated for comment to key TMI managers pnor 
to the completion of the report and the final version incorporates reactions to that draft 
material While this report is not a consensus document and the findings and 
recommendations are ultimately the responsibility of the core team, the principal themes 
that are developed in the following pages are themes that have been shared wth  and are 
familiar to all team participants and reflect in all cases points of view held by at least 
some of the staff at TMI 

For this evaluation, it was agreed that the objectives that were set forth in the Detailed 
Implementation Plan (or "DIP"), which was prepared after the grant had been awarded, 
would provide a reasonable benchmark agamst whch to examine subsequent 
performance 

These difficulties were no fault of TMI who at all tunes were completely and fully cooperatwe and 
helpful 

The pros and cons of participatory mstitut~onal evaluations is a subject that deserves further study One 
theory of organizational learnmg argues that evaluations that challenge the culture of the organization will 
not be understood or believed because they violate fundamental beliefs about the Inherent nature of the 
world and tngger very strong defense mechanisms It was clear to the team leader that m thls mstance 
much more tme and effort should have been spent on team plannmg and on moldmg team cohesion and 
buildmg an autonomous perspective At the same tme, the team leader believes that the extensive mformal 
debate and discussion that dld occur durmg the evaluation had a mutually beneficial two-way learnmg 
result 



In order to insure clmty with regard to evaluation standards, broad cr~teria for assessing 
orgmzational capacity were identified and set forth implicitly in a series of analytical 
questions that were distnbuted to the staff of TMI and that were used a framework for 
discussion and debate during field visits (See agam attachment 3 ) 

The findings and analysis in the report are based on, and derive f%om, comments and 
judgments held by at least some of the TMI staff Whde they rarely reflect a consensus 
wew, the judgements echo to a large extent the "findings" of TMI's own staff 

Finally, a considerable effort was made to share fmdings and opinions and 
recommendations wrth TMI staff prior to and in the process of drafting this report and to 
incorporate thelr views and concerns m the final version In those cases where TMI staff 
differ wrth the analysis contained in the report and an accommodation has not been 
possible, the difference is noted in an explanatory footnote 

Caveats 

The followrng are important caveats and limitations 

Ths  evaluation did not examine a number of field activities that are funded from 
other sources The perspective is therefore derived pnmmly from an assessment 
of projects and activities funded by the PVC Matching Grant 

The field projects funded by the PVC grant in all three cases mvolve new starts 
andlor the pilot testing of new approaches The evaluation team is cognizant of 
and appreciates the fact that new approaches should not be held to the same 
standard of sequential phasing and predictability applied to ongoing activities that 
are based on extensive prior expenence 

The evaluation did not include a follow up trip to the West Virginia headquarters 
as onginally planned While telephone mterviews were conducted, the full 
perspective of the headquarters staff may not be adequately reflected 

The evaluation does not attempt a full assessment of the individual projects that 
were visited but rather concentrates on certain attributes that yield insights 
regarding overall organizational performance 

Whde the evaluation was fortunate to have assistance from a range management 
specialist, t h s  evaluation does not attempt to assess the scientific or t echca l  
validity of TMI's work in conservation 



Sect~on 2 The Purpose and Content of the Matchlng Grant 

The purpose of the Matchlng Grant is to build local in-country capacity by directly 
supporting projects and by helping TMI become more effective The stated goal of the 
Matching Grant is to 

Increase m-country NGO, government andprwate sector capaclty to deszgn, 
implement and monztor eflectlve communzty based bzo-dzverszty conservatzon 
programs m the Hzmalaya and Andes zn ways whzch result In empowered 
stakeholders, more eflectlve conservatzon programs and szgnzjkantly lmproved 
conservatzon of mountazn blo-dwerszty and cultures " 

In order to progress toward this long term goal, the grant proposal envisioned support to 
two related sets of activities that are designed to support TMI one set would support 
overseas program growth and diversification in three countries (Peru, India and Nepal), 
the second set would support and strengthen the maturation and growth of TMI's own 
orgmzational capacity The two sets of activities were conceptually and operationally 
linked On the one hand, the installation of supporting systems and increased 
orgamzational capacity was necessary to support program expansion, on the other, 
program expansion would increase the knowledge base and range of contacts intrinsic to 
a process of orgamzational change 

USAID/PVC matching grant funds were initially allocated as follows 

Allocatzon of USAIDPVC Matchmng Grant Funds 
(In $ thousands) 

Country $ Amount Percentage 

Peru $412 27 5 
Nepal $295 19 7 
Ind~a $253 16 8 

Headq'trs $540 36 0 

Total $1,500 100 0 

Country activities focused on the building of capacity and on helping local institutions 
- - whether private or governmental - - develop the ability to make intelligent choices 

about the management and conservation of their natural resources In Peru, the emphasis 
was on building capacity to monitor and manage conservation programs in and around 
the Huascaran National Park, in Nepal, the emphasis was on strengthening the country's 
capacity to design and implement eco-tomsm projects in Langtang National Park In 



India, the focus was on management capacity and the design of economic incentives to 
conserve the natural and cultural heritage of an important trekkmg area 

The headquarters component of the Matching Grant focused on areas believed to be 
critical to the growth and effectiveness of the organization These included the design and 
installation of a p l m n g ,  momtoring and evaluation system, the development of a rich 
array of partnerships and alliances wth  like-minded orgamzations, a concerted effort to 
strengthen financial sustainability through the installation of a Development Office and a 
program of board development and a more systematic and deliberate effort to "share the 
l emng"  by setting up internal information systems 

The detailed goals and purposes of the grant are listed in the sections of the report that 
address performance against expectation To give these objectives some meamngful life it 
is important to note the underlying concerns that shaped the content of the grant proposal 
at the time that it was put forward and that are relevant to several of the themes developed 
in t h s  report 

As discussed in Section 3 of this report, in 1995 TMI was at a critical transition point 
The challenges facing the orgamzation included shortage of discretionary funds to build 
organizational capacity, significant Internal problems of morale and poor commmcation, 
an imbalanced and inadequately developed program structure, and absence of a strong 
institutional center that could provide coherent strategic direction to the organization 
Whde the board, management and staff of TMI had taken steps to deal wrth these issues, 
the PVC Matching Grant was seen as a major opportunity to address these issues in a 
systematic and focused manner at a pivotal point in the institution's hstory 

Sect~on 3 The Mountam Institute - Sahent Characterlst~cs 

The Mountam Institute was established in 1972 The history and experience base of the 
organization is important to an understanding of its current orientation, structure and 
culture Until 1992, TMI was led by a strong founderlleader who had a forceful 
conception of where the organization should be heading and how it should proceed The 
Board was, in general, comprised of close friends and associates and played a relatively 
minor role in determining policy, providing administrative oversight or raising funds 
Program expansion tended to be based on the personal interests and initiatives of 
individuals and the portfolio of activities tended to be differentiated and dispersed with a 
thematic core loosely related to mountain recreation, conservation, leadership 
development and commmty empowerment The Spruce Knob Center served as both a 
recreational and symbolic center for the organization Relations were informal, relaxed 
and personalized, commu~ucations tended to be centralized and controlled, management 
systems were loose or non-existent and financial controls were modest 

The international mvolvement of the Institute began in 1976 wth the sponsorshp of 
medical courses in Asia and Latin America In 1984, the Institute expanded operations in 
Nepal w t h  two conservation projects in the Everest area, and in 1985 it entered into a 



large and important contractual relationship with the Nepalese Department of National 
Parks and Wildlife Conservation to jomtly establish and manage the Makalu-Barun 
National Park and Conservation Area 

In the early 1990s, the Institute went through a leadershp cnsis and transition involving a 
serious financial dilemma, the departure of the founder, the direct insertion of the Bboard 
into daily operations, and the appointment of a new President and CEO wth  an 
international background, strong links to the international commumty and an interest in 
global environmental issues Dwng the last three years the Institute has devoted 
considerable time and energy to defimng organizational vision, clarifying fundamental 
values, and developing styles of interaction that are positive and a f f i m g  Specifically, 
staff fiom the Institute have participated in the USAID-sponsored GEM (Global 
Excellence in Management) leadership development program with its emphasis on 
appreciative inquiry Tlus was followed by a senes of workshops and p l m n g  seminars 
that have moved TMI toward a clearer focus on mountains as a common unifying theme, 
w th  a secondary emphasis on conservation, communzty development and culture as 
integrating elements 

Prior to the Matching Grant, TMI had one overseas office in Nepal, a small initiative in 
Tibet and a series of worthy but disconnected domestic environmental education and 
youth leadership activities managed fiom Franklin The orgamzation did not have a long- 
range strategic plan, had not established a development office to ensure a sustained and 
systematic approach to fund raismg, and lacked an effective communication system and 
an integrated financial monitoring and reporting process 

The 1995 PVC Matching Grant came at a critically important time for the Institute 
Coming one year after the arrival of TMI's new President, it supported TMI's emerglng 
focus with an important infusion of international program money that reinforced the new 
CEO's Interest in, and knowledge of, international activities and gave TMI a global as 
opposed to an Asian Regional perspective In addition to supporting diversification in the 
Himalayas (Sikkim) and expansion to a new region (the Andes), the Matching Grant 
provided discretionary funds for building institutional systems and an opportunity to 
invest in organizational development and the strengthening of headquarters at precisely 
the time when it was most needed It hghlighted the need for a serious approach to 
development, underscored the importance of board strengthening and gave the new CEO 
the budgetary latitude to make her own ~mportant and positive imprint on the emerglng 
shape of the organization 

The Institute currently has three principal program centers the Himalayas, Peru and an 
Appalachian program in West Virginia The overseas programs focus on park plannmg, 
eco-tounsm, community training, organizational capacity budding, income generation 
activities, and working w t h  government and private groups to protect threatened natural 
resources A recent successful program initiative involved the establishment of a global 
"Mountain Forum3' in an attempt to bring environmental groups together to advocate for 
and influence international policy affecting mountam regions 



Considerable current emphasis is being devoted to a clarification and restructuring of the 
domestic or Appalachan Programs in an attempt to more tightly integrate these activities 
w~ th  the balance of the program and find reliable fmanc~al support Within TMI there is 
broad agreement that there needs to be complementarity between domestic and 
international activities and that establishmg this relationshp is cntical to the future of the 
orgamzation 

As IS the case wth  many orgamzations that are growng and shfting direction, the 
Mountain Institute is a complex and multifaceted organization The Institute has several 
distinguishmg orgmzational attributes that are relevant to t h ~ s  evaluation Some of these 
are obvious, such as the dispersed orgmzational structure, others are ephemeral and 
difficult to define The followrng is an incomplete overview 

A diversity of program actlvlty Over the years, TMI's programs and activities 
have covered a broad terrain ranging fkom adventureleducation programs for 
youth to the construction and support of a Spruce Knob Conference Center, to a 
sophsticated natural resource management project in the Himalayas 

A hlgh degree of structural decentrallzahon In addition to the dispersal that 
automatically comes mth an international operation, TMI has a headquarters in 
FranMm, West Virginia, a meeting center an hour away in Spruce Knob, program 
directors resident in the Washngton, DC, area and a CEO who conducts work 
fiom her homes in Virgima or Washington and through frequent visits to West 
Virginia 

Considerable emphasls on program autonomy Despite a system of centralized 
and somewhat autocratic leadership, the growth of TMI was dnven by the 
imagination and energy of program staff Field units operated wth a relative 
degree of autonomy both wth respect to strategy and implementation and wth 
regard to the raising of program funds It is important to note that the degree of 
oversight has increased in recent years, although the tradition and practice of 
autonomy remain to a lesser degree 

A small and relatively modest program center TMI does not have a formal 
"program office" or directorate of operations and until falrly recently has not 
provided extensive techcal  backstopping to field units In fact, TMI takes 
considerable pnde in not having a "bureau~ratic'~ structure and in the promotion 
of direct communications between field m t s  

Senslt~vlty to central planning and central oversight TMI does not currently 
have an organization wde  strategic plan - - although a board-directed effort has 
been initiated - - and field staff in varying degrees indicate concern regardmg the 
imposition of a central plan that would establish tight parameters that would be 
insensitive to local realities 



An operatmg style charactenzed by an emphasls on consensus and 
part~clpatlon In part as a consequence of the centralized and directive 
managenal style of the founder, m part because a consensual approach is viewed 
as intrmsic to TMI's basic program, the Institute staff place considerable emphasis 
on inclusion and on the process of consensus bmldmg As a consequence, a 
considerable amount of time is devoted to discussion and deliberation and to the 
process of interaction 

A program approach that puts cons~derable emphasls on the lmperatlve of 
lndlgenous prlontles This is an important characteristic of TMI and is rooted in 
the fact that TMI does not bring wth  it a top down model or off the shelf 
approach TMI is an orgmzation that is very much in a learning mode and 
project design is evolving on the basis of experience The emphasis on local 
priorities reflects the high value placed on commuty and the fact that several 
key TMI staff come out of a commwty forestry background 

Capaclty to attract very hlgh callber staff It is not simply gratuitous to note 
that TMI appears to have the image, style and set of orgamzational values that 
attract, motivate and retain hgh  caliber staff 

Sectlon 4 An Assessment of Performance Agalnst Plan 

This section of the report discusses performance agamst plan for the three country 
projects supported by the grant Peru, Nepal and India The discussion of performance for 
the headquarters component of the grant is addressed in Section 5 The baseline for 
gauging performance is denved from objectives enumerated in the Detailed 
Implementation Plan (DIP) unless otherwise noted 

To provide some basis of compmson, the discussion of each of the three country projects 
is orgmzed in a common format loosely related to criteria fkequently associated wth  
project success While this is by no means a comprehensive format and does involve 
some degree of overlap, it provides a common viewing perspective and standard base of 
comparison The categories of discussion are 

Consistency wlth orlglnal Intent An important charactenstic of the Matching 
Grant to TMI was the provision of latitude to reasonably deviate from stated 
intent on the basis of lnsights and experience At the same time, it is reasonable to 
ask whether the fundamental objective is being achieved or at least pursued 

While participation is unportant, many of the TMI staff simultaneously demonstrated thelr ambivalence 
by lndicatmg varymg degrees of concern regardmg the large amount of tune devoted to d~scussion and a 
deslre for more structure and rapid closure 



Techn~cal approach Whether the project is sound from a technical point of 
view 

Stakeholder Relations The breadth and quality of relations wth  government, 
participating NGOs and private sector groups that have a stake in the project 
outcome or that can influence project impact 

Strategic Approach Whether the underlying strategic framework is in place, 
appropnate and workable at the project, program and institutional level 

Rephcabillty Whether the project or program has a self-initiating multiplier 
potential - - will the approach or lessons learned spin off to other situations' 

Sustainab~lity Whether and to what degree the activity will have the 
orgamzational and financial capacity to continue on its own after TMI 
involvement ends 

Cost Effectlveness A vmant of sustainability - - whether the level of funding is 
justified by the anticipated result 

Quallty of Management 

Inst~tut~onal Synergy Particularly important in the case of a growng and 
changing organization like TMI Addresses the question of whether the achvity 
adds to the totality of what the organization is attempting to accomplish 

T h s  section does not attempt to repeat the documentary matenal that was contamed in 
the quarterly and annual reports on project performance whch were reviewed as part of 
the background reading for the evaluation 

Peru 

The goal of the Peru Project is to protect the Huascaran National Park by strengthening 
public and private sector capacity to manage bio-diversity conservation programs in that 
locale Specific subordinate objectives that were enumerated in order to accomplish this 
goal included the establishment of a field office in Huaraz, the preparation of an eco- 
tounsm management plan, the preparation of "model planning frameworks" for inter- 
institutional collaboration, provision of traimng in eco-tounsm to NGOs and private 
sector user groups, the installation of a monitoring and evaluation system, the 
development of model strategies, and the general strengthenmg of skills in planning and 
financial and project management 



For TMI, the Peru imtiative was important because it located TMI on another continent, 
provided a counterweight to the Himal program and underscored and validated the 
organization's commitment to international expansion and worldwide leadership in 
mountam conservation As such, the expansion to Peru was part of, and integral to, a 
fundamental re-focusing of institutional goals 

The Andean program is currently focused on conservation of the Huascaran National 
Park through park p l m n g  and support to orgmzations that function within or are 
located proximate to the park boundary The program was begun three years ago at TMI 
imtiative and reflected a proactive decision to work in t h s  area because of its 
extraordinary natural beauty and vulnerability to degradation from commmties and user 
groups located adjacent to the park Project components include design of a participatory 
park planning process, trai~ung in plamng to NGOs and other private orgamzations and 
technical assistance in park planning In addition, the project has supported an interesting 
study of economic resource values that may have important long-term implications for 
park management To date, the project has focused primmly on the production of an eco- 
tourism plan for the Huascaran Park with provision of some trai~mg to NGOs and user 
groups A considerable amount of time and staff energy has been productively devoted to 
complex and dfficult political negotiations and bureaucratic maneuvering wthin the 
Department of Parks and wth  the parent mimstry in order to cultivate support and 
cooperation 

The Project Officer and staff are located in Huaraz, eight hours by bus from Lima and 
contiguous to the Huascaran Park The Andean Program Director is located in Lima but 
spends roughly one-thrd of h s  time in Huaraz Although the Andean Program currently 
consists of one major activity, the staff are working hard to develop a long-range plan 
that envisions expansion to Bolivia and perhaps other Andean countries While started by 
expatriate TMI staff, the Andean Program is currently fully staffed by Peruvians and 
managed by a Peruvian Program Director Valuable assistance has been provided by 
motivated and technically competent volunteers 

Assessment 

Cons~stency w ~ t h  Orlglnal Intent On balance, the Andean Program is on track with 
regard to achieving the objectives set forth in the DIP An office has been established 
(actually a large and significant undertaking), good working relations with local and 
national park staff have been developed, an eco-tourism plan has been drafted, traning 
c m c u l a  have been designed and a modest amount of traimng to NGOs and user groups 
has been offered A very capable and hghly motivated local staff have been recruited, 
orgamzational systems have been designed and installed and an orgamzational culture has 
been nurtured and developed Fmally, the Andean staff have been successful in raising 
additional funds from other donors for continued conservation programs in the area 



These accomplishments represent a considerable achievement in such a short period of 
time 

However, the project has been slow to develop a usable, management hendly monitoring 
and evaluation (M&E) system or to yet develop modular strategies that can be used in 
other comparable situations The staff indicate that these are important areas and indicate 
that they wl l  receive pnority attention dmng the balance of Project life 

While the project is on track with respect to the specific objectives of the DIP, the 
evaluation team noted a subtle deviation from the original proposal which placed 
considerable emphasis on the establishment of "comrnunity based bio-diversity 
conservation programs " The Andean program is primarily a program of tramng, 
orgmzational development and park p l m n g  premised on the belief that organizational 
capacity has a downlink to conservation and wise resource choice Thus, Andean program 
staff do not "do" bio-diversity m a direct sense but rather attempt to create and promote 
an enabling environment for t h s  to occur Whlle the shfi  in emphasis is subtle and does 
not constitute a radical change in direction or non-completion of an important goal, it is 
indicative of the fact that the TMI program is emergent and adaptive and that the rhetoric 
of funding proposals sometimes deviates from subsequent application 

Techn~cal Approach To date, the project has concentrated on park planning, 
organizational traimg and environmental education While the evaluation team did not 
observe trsumng sessions, the approach and the curnculurn seemed appropriate and 
effective As noted above, the project as implemented does not directly include a 
sigmficant bio-diversity component - - although conservat~on is a downstream result 
The project does not promote particular bio-diversity strategies nor has it supported a 
comprehensive and systematic analysis of the environmental risks to the area 

The team believes that over the long run, the Andean staff need to develop a sounder 
understanding of the major ecological risks to the Park and buffer zone in order to help 
them pr~ontize, better lnfonn their work with park staff, NGOs and user groups and put 
teeth into their efforts to raise community awareness and ownershp 

Stakeholder Relat~ons Andean Program staff have shown considerable initiative, 
imagination and political sawy in startmg a program from scratch and developing 
constructive relations wth  park staff at the local and national level in a politically 
difficult and ambiguous atmosphere TMI staff were able to gain the respect and 
cooperation of both local and national park officials and developed a strong collaborative 
worlung relationshp Andean Program staff have been adroit and creat~ve in their 

TMI notes that quarterly reports mdicate that activities listed m the DIP have been mon~tored and 
evaluated on a regular baas Whde the evaluation team believes th~s to be the case, an mtegrated M&E 
system has not been established 

TMI notes that the project was m part responsible for passage of important bio-drverslty enablmg 
legislation 



capacity to network simultaneously at the local and national level and to use personal 
relations and contacts to maximum effect 

Strateg~c Approach A defimng hallmark of the Peru Project is that it was designed as it 
was implemented - - thus the difference between the program descnbed in the proposal 
and the program descnbed in the DIP On the positive side, this speaks to the energy, 
agility and adaptiveness of the project staff and their capacity to devise solutions when 
faced mth roadblocks and disappointments At the same time, the evaluation team was 
struck with the difference in tone between the onginal proposal with its confident 
emphasis on "models" and strategies and an approach based on extensive institutional 
expenence on the one hand, and the adaptive, flexible, and pilot-testing nature of what 
actually transpired In fact, the Peru expenence is a successful example of an emergent 
organization that is getting its feet wet mth a new program, in a new culture where the 
difficult reality is vastly more daunting than the self assured tone of the grant proposal 

A larger strategic issue relates to the future direction of the Andean Program of which 
Peru is one part Andean Program staff are grappling wth  this question and have 
developed a long-term vision of their future abilities and multi-country program reach 
that was discussed with the evaluation team In the view of the team, strategic growth wl l  
requue 

A rigorous assessment of natural resource management needs in the Andean 
region together w th  an articulation of selection cnteria that would establish a 
convincing case for choice of regional program pnonties 

A clearer link between the Andean expansion strategy and TMI's overall strategic 
direction than is currently in place 

A deeper and more sigmficant l e m n g  base from the current work in Peru While 
the Peru Project has been successful in establishng good worlung relations and 
effective trainmg interventions, the program is only just begimng to move past 
the p l m n g  and trainmg stage to the introduction of community programs 
designed to ameliorate or stop natural resource degradation 

Repl~cat~on The TM[ proposal gave considerable emphasis to the existence and 
development of "model" approaches to commuty based conservation, and there are 
ample opportunities withm Peru andlor the larger Andean area to apply the process that 
TMI has employed in the Huascaran However, in the literal sense in whch the word is 
used, the Peru Project has not yet generated an integrated, off the shelf "model" that can 
be adopted in other situations Ths  is in part because the project is new, in part because 
the approach does not lend itself to "modeling," in part because the Andean staff have not 
had sufficient time to fully record their experiences ' Whether and to what degree TMI 

TMI notes that the TMI "model" mvolves a resolute determination to be drlven by community and grass- 
roots priorities This is an mterestmg pomt and underlmes the hlgh importance that TMI places on 



should move toward a more modular or formulaic approach is complicated by the high 
priority the organization places on locally articulated prionties This issue is discussed in 
various sections of tlus report In general, the evaluation team would encourage TMI to 
move toward a more systematic package of phased interventions based on accumulated 
experience, whle being responsive to commumty needs and priorities 

Sustalnablllty With regard to project fundmg, the Andean staff have successfully 
leveraged funding from other donors, and relations w th  USAIDPeru are excellent and 
may lead to further opportunities for bilateral support With regard to project activity, the 
focus to date has been on the development of an eco-tomsm plan and a modest amount 
of trsllmng to NGOs and private orgamzations to raise their awareness of conservation 
issues More needs to be done to identify other economically viable activities that will 
generate resources for the park and for the people living adjacent to it because the current 
level of eco-tomsm itself is unlikely to provide the resources needed to ensure 
conservation of the park This w11 be addressed in the second phase of the project 

Cost Effectiveness Cost effectiveness of the Peru Project will hinge on TMI's capacity 
to znstztutzonalzze attitudes and skills in those public and pnvate sector organizations w th  
which it is working - - mamtenance of an ongoing service delivery capacity to continue to 
service the park staff and the small number of NGOs and pnvate sector groups in and 
near the Huascaran Park is clearly not cost effectwe for the long term To date, the 
Andean Program staff deserve high marks for their capacity to cultivate and sustain 
working relationships with key stakeholders In the long run, these contacts need to be 
used to insert orgmzational capacities and altered attitudes toward resource management 
and commmty participations 

Quahty of Management and Admlnlstratlon The evaluation team was impressed wth  
the technical credentials of the Andean program staff and with their high degree of 
motivation and comrmtrnent The staff have devoted considerable effort to developing a 
strong organizational culture and appear to function smoothly as a team 

Inst~tutronal Synergy The project appears to fit wthin TMI's program mandate 
although the linkages are intuitive and, consistent wth TMI's emphasis on program 
autonomy, have not been worked through in a formal or structured fashion The Peru 
Project provides invaluable direct experience in park p l m n g  and work~ng in a complex, 

community based dec~sion makmg and priorities At the same tune, the evaluation team belleves that a 
successful community based approach has common elements that can be combmed m modular form 
w~thout smultaneously mplymg a r~gid, "top down" approach 

In general, TMI staff m Peru (and also m the Hunalayas) have an understandable prmary focus on their 
mplementaaon of the project Over the long run ~t will be lrnportant for this emphasis to sh~fi toward an 
emphasis on what is bemg left behmd when the Project ends More specifically, one of the thmgs that the 
staff have not yet done is to thlnk through an "exit strategy" that would ~dent~fy those thmgs that need to be 
done if TMI's work is to have a lastmg legacy 



bureaucratic structure Lessons learned from imtiating and starting a demanding project 
from scratch w11 be important in comparable future situations 

W l e  TMI has sponsored staff visits to Peru and supported a comparative study of 
approaches taken in Peru and Siklurn, it is the view of the evaluation team that more can 
be done to integrate the Peru Project into TMI's portfolio T h s  will involve more than a 
passive process of "shanng the learning" and w11 need to incorporate a deeper analytical 
understanding of what is being accomplished m Peru and how this relates to common 
attributes m other activities 

Ind~a Slklum BIO-dmers~ty and Eco-tounsm Project 

The goal of the Siklum Project is to strengthen NGO, government and private sector 
capacity for commuty  based bio-diversity conservation The original DIP objectives 
were generating commuty  interest and concern, increasing quality, diversity and 
market demand for environmentally sustainable products, and improving the policy 
environment and strengthening TMI's own managenal ability The purpose structure of 
the Project has been recently revised to define expected results in explicit quantitative 
terms - 1 e , an increase in the number of commuty imtiated conservation projects, 
compliance w t h  a conservation code of conduct, increased revenue fiom tounsm, and 
increased household income from tourism and a specified number of positive 
governmental pol~cy changes 

The project is jointly implemented with the GB Pant Institute of Himalayan Environment 
and Development, an autonomous institute of the Indian Ministry of Environment and 
Forests that conducts research and promotes sustainable development in the Indian 
Himalayas Project elements include traimng for lodge owners and porters, education and 
support for a tomst orgarmation, support to a community based environmental group, 
village clean up campaigns and development of a code of conduct The remote project 
site includes the village of Yuksam, a treklung valley and the towns and lodges that 
radiate from that location The project structure involves policy direction fiom the U S - 
based Project Director, direct oversight from a U S -based Project Manager (to be 
relocated to the Nepal Regional Office) and in-country supervision from a Project 
Officer The relationship wth  GB Pant is innovative and may suggest a strategy for 
future projects - - the Institute has designed and manages a sophsticated bio-system 
monitoring process Ph D students assist in data collection and conduct applied 
research, while TMI provides expertise in training and community development 

The project is pursuing several related purposes including commuty  development, 
promotion of environmentally friendly tomsm, natural resource conservation and 
enterprise development These are knit together through an explicit operative assumption 
that comrnuties will conserve natural resources if there is an economic incentive to do 
so and if jobs and income are a perceived positive consequence To date, the project has 



engaged primarily in staffmg and establishmg a community presence, tramng and 
community development, an exchange study tour with the Langtang Project in Nepal, and 
the establishment of impact monitoring sites and support for local environmental groups 

Assessment 

Consistency wlth orlglnal mtent To date it appears that the project has been successful 
in promoting the local conditions necessary for a growth in tourism and in raising 
awareness of the link between tourism and natural resource conservation 
Accomplishments include the building of community awareness, improving lodge 
management, promoting higher standards of hygiene and tral cleanliness and improving 
services to trekkers In addition, the project has generated community interest in resource 
management and in the importance of preserving the mountain hentage There is 
anecdotal evidence that conservat~on attitudes and practices have changed since project 
inception A small and energetic community based conservation group has been 
supported and appears to be functionmg effectively, and an existing association of travel 
agents has been strengthened Finally, bio-system momtoring sltes have been established, 
although it is too early for the data to be meamngful In sum, the basic project structure - 
- relations, comrnunlty interest, basic training, project momtoring - - has been established 

Promotion of local products linked to the preservation of bio-diversity, the development 
of markets for these products, an improvement in the overall policy environment and the 
building of" a knowledge base for the development of more effective, sustainable bio- 
diversity and conservation linkages in the Himalaya" are downstream objectives which 
will require further work 

Technical approach (The discussion under t h ~ s  heading is limited because the 
evaluation team was not able to directly visit project sites ) On the basis of participant 
comment and observed level of interest, the quality of traning and facilitation appeared 
to be very good and to have generated considerable community enthusiasm The 
application and integration of rural appraisal and appreciative inquiry appear to have been 
done m a balanced and pragmatic fashion The establishment of ecological monitoring 
sites to measure Impacts such as species loss or forest degradation gives this particular 
project a strong bio-diversity component and provides a significant opportumty to 
directly measure the environmental impact of community training While there is some 
indication that scientific monitoring may have a longer time frame and a degree of 
sophistication that exceeds the social and economic goals of the project, the benefits of 
the partnership with GB Pant and the amalgam of social and scientific purpose are 
impressive and of considerable long-term potential to TMI 

TMI notes that m their vrew considerable progress has been made on the policy front - e g , development 
of a knowledge base on how to get communities to act on eco-tourism opportunities, adoptron of public 
hearmgs on tourism issues 



Stakeholder Relations TMI's capacity to forge constructive links with partners and 
stakeholders in remote areas is impressively documented in the instance of the Sikkim 
Bio-diversity Project It is evident in an open and constructive relationship w th  GP Pant, 
and from the interest and supportive comments fiom commumty groups and local 
officials Thrs is a stylistic and value rooted competence that is difficult to document but 
is a hallmark of TMI's effectiveness 

Strate~c Approach TMI has developed an appropr~ate and effective approach to 
gettmg the project up and runnmg In remarkably short order 

However, the evaluation team addressed and d~scussed two related issues with TMI staff 
The first deals vvlth the issue of "modeling," the second wth  strategic focus 

In part because the operative style of tlus and other TMI activities is to support self- 
reliance by facilitating and responding to community prionties, project activity tends to 
unfold m the absence of a top down gmding strategy In an important sense, TMI does 
not have a model approach to community-based conservation that it imposes but rather a 
process of community empowerment that it facilitates Thls poses two related dilemmas lo 

The first is how (or whether) to move beyond process (facilitation, empowerment, 
commumty planning) to the transfer of specific strategies that wl l  improve people's lives 
whde simultaneously conserving natural resources Thus, in the case of the S~klum 
Project, there are several alternative follow through tactics that TMI might select that 
range fiom phase out (since community involvement and concern is considerable) to the 
provision of more sophsticated training to participant groups, to the introduction of agrr- 
business opportunities Because TMI places great emphasis on community self 
determination and relies on process rather than a product based model, it has not 
enunciated a formulaic approach or established a rigid set of operatzonal guidelines The 
downside of this approach is that the strategic flow and sequence of a project is not 
immediately apparent at inception Thus in Siklum (and also in Nepal and Peru) TMI is 
grappling with the question of "what next " Whde adaptiveness and redesign are 
inherently desirable characteristics of any development project, the existence of a 
conceptual framework for the life of project provides a basis for gauging success, ensures 
a reasonable degree of standardization among diverse activit~es and gives an orgamzation 
a thematic center that will gmde a diversity of administrative actions from employment 
decisions to systems design Findmg the right balance between adaptation and 
standardization is very difficult On balance, the evaluation team would encourage TMI 
to move toward a more explicit "model" albeit retaimg the core value emphasis on 
commumty determination l' 

- - 

l o  An alternative vlew IS that Indeed this is not a dllemma if one assumes that community empowerment 
will be solely sufficient to lead to conservation and employment generatmg mtlatives 
' I  A related dilemma is that an opportunistic approach to project design tends to dlvert attention away from 
the mportance of developmg an "exlt strategy " Wh~le the term "exlt" may overstate the termlnal nature 
of a reiat~onship, it is useful m that it focuses attention on the critically lrnportant question of what will be 



The second related issue involves strategic focus This is a tricky problem because the 
terminology is slippery and there is ample opportunity for miscornmumcation In simple 
terms, the concern of the evaluation team is that the basic strategic structure of the project 
is unclear (Ths is a concern that applies to Nepal as well as Sikkim and perhaps to a 
lesser extent to Peru ) Thus it is not fully evident whether the purpose is conservation 
and bio-diversity preservation, commumty development, eco-tounsm, income generation, 
organizational capacity buildmg, better park management or some creative amalgam of 
these and other goals Whlle it is possible to put these multiple objectives together in a 
pyramid of purposes that links bio-system preservation to conservation to economic 
incentive to eco-tounsm, it was the view of the evaluation team that in practice t h s  
coherent structure was quite difficult to sustain and that at least to the outside evaluator, 
there was some sigmficant question of primary mtent l2 This is a difficult issue because 
the evaluation team understands that in reality there are always multiple objectives 
regardless of the desire of funding agencies to collapse goals into a simple hierarchy 
Nevertheless, in the course of the field trips for this evaluation, there was sufficient 
overlap and confusion to lead the team to conclude that at least in the next stage for each 
of these projects it would be important to be much clearer with regard to final purpose 
and result l3 

Repl~cab~l~ty Opportunities for dzrect replication of the Sikkim Bio-diversity Project are 
limited for several reasons the project site is unique, the approach is facilitative rather 
than modular and the downstream phases of the project have not been designed 
However, there are important future opportunit~es to partner wth  GB Pant in sirmlar 
situations and to draw on the experience and lessons learned from Sikkim In addition, 
the project can provide a laboratory of experience and a site for workshops, seminars and 
exchange programs l4 

Sustamabll~ty There is some indication that some services (training, momtoring) can be 
continued through the auspices of the local environmental group now supported wth  
project funds - - importantly, the project at an early stage established the precedent of 
charging a modest fee for trailung which materially increases the likelihood of financial 
sustainability While the local group is small and untested, the leadership appears to be 
very competent and committed 

left behmd when the project ends and what needs to be done m order to institutionalize the services offered 
by the project 
'* A possible response to this concern is that symmetry of design is far less mportant than durable Impact - 
- the project should be judged on the basis of ~ t s  effect on a host of deslrable results including bio- 
diversity, the growth of eco-tourism, stakeholder mcome, etc The problem with t h~s  approach is that 
performance measurement and the design of the next more sharply focused steps become very difficult 
l 3  TMI notes that the role of the PVO cannot be determmed with any degree of precision until the 
community goals have been established by the beneficiaries themselves To the extent that this is the case, 
it suggests an mterestmg and mportant conflict with USAID's emphasis on clear objectives and indicators 
l4 TMI notes that for the next phase of the S ~ k k m  Project, TMI has developed a proposal that will 
replicate this model elsewhere m Slkkm and m the Northeast Himalayan States of India 



Cost Effectiveness Cost effectiveness is difficult to assess because of indirect and 
secondary benefits that are hard to measure, such as the modeling effect on other NGOs 
and the potential benefits from workshops and exchange programs Inevitably, projects in 
remote, mountainous terran are expensive to administer, and where cornmuties are 
small, per capita costs are high Thls is certainly true in the case of Sikkim In the long 
run, the full cost-benefit ratio of the project wl l  hnge on its capacity to have a larger 
systemic Impact either w t h n  India or as a pilot for similar applications in other mountain 
cornmumties in other countries Put differently, unless the Sikkim project can y~eld 
longer term structural impact of some sort, whether through dlrect replication, a change in 
the policy climate, or as a pilot for other projects, and regardless of its very positive 
impact on the people who live in the project area, the cost-benefit ratio as it currently 
stands would appear to be unfavorable 

Management Personnel and Structure The evaluation team was impressed with the 
quality of the personnel associated wth  the project at all levels from Director to 
Community Assistant Senior project staff have excellent techmcal training and 
impressive credentials, an extensive and sophsticated knowledge of India and 
considerable understanding of the political, economic and social situation in Sikkim 
Local staff had developed excellent relations and respect in the community, were very 
knowledgeable about local cond~tions and demonstrated a refreshing capacity to be 
candidly evaluative of project strengths and weaknesses 

Until recently, both the Project Manager and the Project Director were located in the 
United States and made penodic field tnps as needed In the view of the evaluation team, 
this was a cumbersome structure that will be significantly improved by the planned 
relocation of the Project Manager to Nepal l6 

Inst~tutlonal Synergy The addition of the Indian Himalayas to TMI's mountain 
portfolio has, together with Peru, shifted the balance point of organizational emphasis and 
given TMI a predominant international orientation The constructive relationship with GP 
Pant has provided an excellent template for engaging similar partner organizations in 

l 5  This pout echoes a more general concern An opportunistic project strategy that unfolds as the actlvity is 
implemented is one that can benefit from learnmg lessons from changmg cond~tions The downside of this 
approach 1s that it does not yield model approaches that can be exammed from the perspective of cost 
effectiveness or sustamab~lity An opportun~stlc approach is very good ~f the prmary objective 1s to deliver 
services to a target populat~on It is less effective if the Intent 1s to develop cost-effective modular 
approaches that can be used systematically on a wider basis to have a structural or systemlc impact 
l6 Wh~le beyond the drect scope of this assessment, the team believes that TMI will need to address the 
design of the field program structure In Peru - - the newest and m some ways most vulnerable program - - 
the regional program is self contamed and there is lmited US-based oversight structure In Nepal and 
Slkklm there 1s a t~ered structure comprised of a Dlrector m the United States with Project Managers m 
Nepal While there 1s no part~cular ment to umform organizational structures, m the case of Peru the 
evaluation team belleves there is a question of adequate support and backstopping wh~le m the case of 
NepaVSlkkm there is a question of excessive layermg 



other countries Clearly, worlung in India, one if not the most important, challenging and 
complex developing societies in the world, is a feather in TMIYs cap 

Nepal the Langang Project 

The goal of the project is to strengthen Nepal's capaczty to design, implement and 
monitor eco-tounsm programs in mountamous areas The more specific objectives are to 
improve the planning and management capacity of NGOs, local communities and Park 
staff in the Langtang National Park, develop a commmty based eco-tounsm plan for 
Langtang and produce p l m n g  guidelines for other mountain communities in Nepal 

The project is based on the premise that there is a positive synergy between tomsm and 
conservation - - efforts in one can benefit the other The primary focus is on improving 
the commitment of Langtang residents to conserving the attractiveness and natural 
environment, increase incomes from tourism and develop community conservation 
activities, including reduction in fuelwood use and community control of poaching and 
illegal timber cutting Tomst Management Committees have been established and 
workshops have been offered in vlllage planning, lodge management and eco-tounsm 
Exchange tours have been supported, and a strong worlung relationship has been 
established with the Langtang warden and park staff Relations with senior park staff in 
Katmandu appear to be excellent A buffer zone has been established adjacent to the park 
and recent legislation provides that 50 percent of generated revenues will be directly 
available to people living in the park's buffer zone for purposes of commmty 
development and conservation These funds wl1 not be available until an administrative 
system has been developed 

Assessment 

Consistency wlth ongnal mtent, The DIP envisioned preparation of a Langtang 
management plan and an eco-tourism plan The former appeared in hmdsight to be 
excessively ambitious, and the two objectives have since been combined and now involve 
development of a "commuty based eco-tomsm plan " Aside from this modification, 
the project is achieving the three objectives outlined in the revised Implementation Plan, 
1 e , building NGO and community capability to plan and manage community based eco- 
tomsm, developing community eco-tounsm plans, and developing guidelines for other 
communities 

In the view of the evaluation team, the project does not attempt to dzrectly deal with 
issues of bio-diversity or conservation Whlle there may be conservation benefits, this is a 



community development activity designed to promote eco-tomsm through improved 
conservation practices " 

Techn~cal approach With regard to community development and capacity building, the 
Project has involved a sequence of workshops designed first to build enthusiasm and 
create ownership and a motivating vision, then to provide specific suggestions and skills 
needed to make these plans come alive Workshops combine elements of appreciative 
mqulry and rural appraisal The approach - - visioning, community mapping, action 
p l m n g  and "para-wse ranlung" - - appears to be effective Members of the community 
are interested, motivated and knowledgeable, and there is anecdotal evidence that tourist 
facilities and services have improved markedly It is too early to determme whether and 
to what degree this w l l  lead to a direct income benefit to participating groups 

With regard to conservation objectives, there is anecdotal evidence that trails are cleaner, 
firewood consumption reduced and sarutation facilities improved Whether these benefits 
address critical long-term issues is difficult to determine because an environmental 
assessment has not been prepared l8 

Stakeholder Relabons The project has established excellent relations w th  park staff 
and w t h  various community groups instrumental to project goals In addition, staff m 
Katmandu have very good working relations wth  senior officials at the Minlstry of 
Forests and Soil Conservation 

Strategw Approach While the project is having a positive impact on people in the 
Langtang and individual components - - traimng, park relations, NGO collaboration - - 
are very effective, the team believes that structural impact could be enhanced if greater 
emphasis were given to a more strategic approach There are two related sets of issues 
The first deals w t h  several specific elements that would guide project choices and 
provide a basis for the development of a model approach The second deals w t h  strategic 
focus 

The evaluation team believes that the project is lacking in certam analytical elements that 
could strengthen impact These include 

A need for baseline assessment of tounsm and environmental threats to the area 
that would allow the development of a more convincing analytical case to 
underg~rd the project's core hypothesis 

" It 1s pertment to note that TMI disagrees with this pomt and argues that conservation is the prmary goal 
of the activity The difference m perspective is noted not to engage m debate but because it underscores a 
theme that is stressed m this evaluation regardmg the Importance of greater clarity with respect to the 
structure of goals and objectives 
l8 TMI notes that the Langtang Project has benefited from pnor study and that project design relied on the 
results of these studies 



A more deliberate and direct link between traimng at the local level and policy 
action reform at the national level In particular, it wl l  be critically important to 
design and manage an effective system to administer the very large amounts of 
land that may become available to Langtang communities as a consequence of the 
new Buffer Zone legislation 

Supportmg analysis that would provide a stronger understanding of the financial 
realities of the towist industry and lodge operation and that would include a 
capacity analysis for Langtang 

A sequential staging of interventions over the life of the project fiom formative 
comm~~llty development to slull building, to capacity building and sustainability 
of intermedimes, to phase out and ultimate exit 

The second set of issues involves some confusion over basic project purpose and echoes 
the discussion under the Siklum Project As in the case of Siklum, the Langtang activity 
pursues a number of purposes including commumty empowerment, income generation, 
eco-tounsm, conservation, capacity building, the strengthening of cultural hentage, etc 
Without repeating the discussion under Siklum, on balance the evaluation team believes 
that as the Langtang Project moves into its second stage, it will be very important to work 
through the relationsh~p among these purposes in order to select and shape the types of 
interventions that will be most effective in having an impact 

Rephcabll~ty The "roll out" potential of the Langtang Project is not immediately clear 
The project does call for the preparation of a manual of guidelines that will be useful to 
others in comparable situations Whle the implementation plan suggests that the 
Langtang experience may have useful application elsewhere, it is not immediately certain 
why this should be the case or how the insights and experience fiom Langtang will be 
packaged and transmitted to other locations Tighter linkages at the national level could 
enhance this so that commumty based planning could flounsh in other areas 

As noted in several points in this evaluation, TMI places considerable emphasis on 
"delivering services" which it does quite well in Langtang However, TMI needs to place 
greater emphasis on strategies that wl1 yield systemic or structural impact 

Sustamab~l~ty The prospects are mixed Close involvement of local park staff, their 
understanding of project goals and TMI's approach, and the likely avalability of funds 
from the Buffer Zone management plan suggest that the traimng support to communities 
and tourist groups is likely to continue On the other hand, park staff turnover is hgh  and 
unpredictable, participating NGOs have tightly limited resources, community groups 
may not opt to use their new funds for conservation or commumty development purposes 
and the utility and relevance of - and as a consequence the demand for - further follow on 
work may not materialize Whde much of the organizing spadework has been done and 
whde there is considerable local interest and enthusiasm behmd the twnning of tounsm 
and conservation, it w11 be important to identify specific problems and suggest specific 



revenue-generating solutions A clear danger is that the enthusiasm and expectations 
generated by recent community development work will quickly erode unless there are 
perceived tangible benefits If TMI wants to assure a long term sustamable Impact, it will 
have to develop a phased intervention strategy that is based on a comprehensive 
assessment of social and economic need One strategy may be to concentrate on the 
Department of Parks and Conservation at the national level In an attempt to 
institutionalize a regular program of community tramng Another may be to offer 
increasingly sophsticated traimng to tourist groups in marketing, financial management 
and business strategy A thrd may be to develop alternative conservation-friendly agri- 
business opportuIllties 

Cost Effectweness Absent significant replication, either as a model that can be adopted 
elsewhere, or through broadened self generating application wthm the Langtang Valley, 
the per capita cost of the project is high Although the Langtang is a remarkable area and 
certsunly worthy of preservation, its remote and difficult location, the need to transport 
tramers for a full day's drive over hazardous roads and the 2-3 day trekking approach 
present formidable obstacles Long run concerns regarding cost effectiveness will decline 
to the extent that TMI develops a specific strategy to gradually turn over training to the 
park and to local NGOs 

The Structure and Qual~ty of Management The evaluation team was impressed with 
the high competence, motivation and commitment of all project personnel Expatnate 
staff (Director and Project Officer) were bilingual, very knowledgeable about local 
customs and cultural practices and demonstrated a sensitive capacity to understand and 
relate in a constructive and purposeful way to the needs and capacities of the groups and 
communities that they were workmg with Local park staff were impressively well 
trained and had a solid grasp of project objectives Participating NGOs were professional, 
committed and well tramed 

The Langtang Project is one of several activities managed from TMI's Regional Office in 
Katmandu but under the direction of the Director, Asian Environmental Programs, based 
in the United States The Himal Program (as it is called) operates wth considerable 
autonomy and has been quite successful in raising funds for its programs wthout 
extensive support from headquarters During this evaluation, questions arose regarding 
the nature and content of the fieldheadquarters relationshp Understandably, the Himal 
Program would prefer to maintain its independence and avoid the imposition of reporting 
and monitoring requirements that are time consuming and perceived to have only modest 
direct regional benefit At the same time, the importance of program compatibility, 
institutional planning and the design of financial strategy argue for effective central 
oversight In t h ~ s  regard, an important crosscutting orgamzational question for TMI is 
whether stronger and more directive program guidance from the center can Improve 
project design and implementation by challenging implicit assumptions, stressing the 
importance of a phased strategy and emphasivng structural or systemic impact This is 
not to argue that these viewpoints cannot develop when a program is autonomous from 
the center However, when a project is close to the beneficiary, there is an understandable 



tendency to accord high importance to the direct delivery of tangible services rather than 
emphasize larger strategic concerns The team believes that the Langtang Project is a case 
in point 

Institut~onal Synergy The Langtang Project has provided an opportumty to design and 
test a traning approach that can be usehlly employed m other TMI activities The project 
has also surfaced important issues regarding the assumed positive relationship between 
tourism and conservation, and it has given TMI further opportunity to work wth  national 
and local park staff In designmg the project, TMI drew on its dlrect experience in nearby 
Makalu-Barun 

However, perhaps the most important institutional benefit to TMI of the Langtang 
Project is that it rases long term questions of program content and strategic direction that 
wlll encourage TMI to thmk deeply about the content of what it does and how it does it 
The central issue for Langtang is "what next" beyond the shl lhl  community 
development that has already been imtiated In broad terms, the evaluation team believes 
that follow through efforts in Langtang will need to be rooted in an assessment of 
conservation issues including carrying capacity, an economic analysis of the impact of 
tourism and a phased intervention that will build on these findings and the successful 
commun~ty development work that has already occurred 

Sechon 5 An Assessment of Performance - Headquarters 

A specific component of the Matclung Grant was devoted to headquarters strengthening 
The four goals of that component were to design and install a planning, monitonng and 
evaluation system and capability, including a stronger financial system as a first step, to 
identify and strengthen strategic partnerships and alliances, to "share the l emng"  
through more effective exchange of iformation, and to strengthen the prospects for 
revenue sustanability through the design and establishment of a development office, the 
strengthening of TMI's board of directors and the installation of integrated, organization- 
wide financial controls and momtomg 

T h ~ s  section discusses performance against these four goals, as well as several larger 
long-term questions that emerge logically fiom a discussion of the role and development 
of headquarters 

The Detailed Implementation Plan is candid wth  respect to some of the fundamental 
challenges that faced TMI in early 1993 prror to the selection of a new CEO They 
include better integration of the orgatmation, articulating a coherent method (or 
"model"), developing funding irutiatives that would strengthen the financial base, 
supporting and strengthenmg the management of existing programs and developing long 
term program strategies The headquarters component of the grant was designed to deal 
with these challenges 



Planning, Monltonng and Evaluation 

The DIP set forth a long and ambitious list of objectives and activities under the goal of a 
better planrung and M&E system In s m a r y ,  the intent was to design and install a 
morutoring and evaluation structure, an integrated program planrung process, and a 
supporting budget review and reporting system 

Monltormg and Evaluation (M&E) TMI has had dificulty in desigmng and installing 
a simple and useful orgamzation-wide M&E system despite a considerable expenditure of 
time and effort At the country and project level, TMI devotes careful attention to the 
preparation of project reports and there has been an effort, particularly in Sikkim, to use 
measurement data and to relate project progress to established benchmarks However, 
TMI has not yet fully integrated these reports or developed a common set of progress 
indicators that would aggregate at the objective level, gauge orgmzational progress, 
encourage comparative analysis and be useful for seruor managers or for purposes of 
long-range strategic planrung To be balanced, TMI deserves credit for supporting a series 
of workshops on M&E and for considerable effort at data collection and reporting on 
behalf of individual projects TMI staff are vocal in thelr support for a user-fnendly M&E 
system that would monitor progress and encourage analysis and self-evaluation, and the 
difficulties in thls area are not for want of trying 

There are several reasons why TMI has found the installation of an M&E system so 
difficult The reasons are indicative of some of the larger organizational challenges that 
TMI faces They appear to include 

The difficulty of estabhshmg a central monitorlng mechanism m an 
organlzatlon wlth a hlgh premrum on program Independence In a 
decentralized organization, a central monitormg system is often seen more as a 
mechanism to ensure compliance than as a source of data to better understand 
program effectiveness To add to this, field umts are often skeptical that a central 
system w11 have sigmficant utility for their program - - an understandable concern 
to the extent that there is insufficient analytical capacity at the center 

The problem of non-comparab~l~ty among projects TMI's overseas projects, 
while knit together on the basis of a mountain focus and by an emphasis on 
cornmumty, conservation and culture, are - - as a result of TMI's stakeholder- 
driven approach - - singularly diverse with regard to technique and process The 
lack of commonality between international activities and certainly between the 
international and domestic program, makes the design of an integrated system 
very difficult 

The absence of a strong program center w~th author~ty and responslb~llty to 
put an M&E system m place Regardless of strong desire, good will and 
extensive discussion, an integrated organization-wde M&E system is unlikely to 



be installed until there is clear and unambiguous assignment of responsibility for 
its design and mamtenance 

Excesswe complex~ty Fmally, it was apparent to the evaluation team that the 
subject of monltor~ng and evaluation has been intellectualized and 
overcomplicated and discussed to the point where its practical utility to managers 
and to the orgamzation as a whole has been obscured l9 

Plannmg On the financial side, TMI has made considerable progress toward the 
development of an integrated program budgeting and financial planning system together 
with a related set of variance reports that managers can use to monitor budget 
commitments and performance against budget plan 

With regard to organzzatzonal development plannmg, the Matching Grant (and also 
previous support from PVC) supported a number of workshops and retreats that have had 
a very sigmficant positive impact on TMI and that have helped the organization establish 
a stronger sense of internal cohesion and partnershp, move through a difficult transition 
period and constructively address some of the dysfunctional behaviors that were 
undercuttmg performance These interventions have been focused primarily on 
identifying core ideology and on clmfying core values and pmciples and developing 
styles of personal Interaction compatible with TMI's basic orgmzational makeup *' They 
responded to the need for stronger orgmzational coherence and to a diffusion m program 
focus that had developed prior to the leadershp transition 

Durmg the evaluation, there was cons~derable discuss~on as to whether TMI possessed an organ~zat~onal 
culture that was conducive to learnmg Thrs IS a d~fficult and amb~guous subject because of the different 
meanmgs of "organ~zational learnmg" and the rather fuzzy nature of the concept In general, the staff of 
TMI seem to be open to new ideas and there was broad agreement that mternal debate is strong and actwe 
At the same tune, TMI staff m several instances noted that discussions were unproductively prolonged and 
that sometunes TMI would get "stuck" on an rssue One of the basic tenets of organ~zat~onal learnmg IS 

that organ~zatlons need to be able to question fundamental assumptions ~f they are to develop new 
perspectwes In organizatrons with highly consensual operatmg styles that place value on supportive and 
af fmmg mteractions, there 1s the r~sk  of discouragmg the type of dlrect confi-ontat~on that challenges 
conventional w~sdom 
20 The nomenclature on organ~zat~onal development n r~ch  with confusion Th~s  discuss~on attempts to 
avord the USAID termmology because words llke "goals" or "objectives" have carefully defined meanmg 
m the USAID lex~con Bnefly, "~deology" descrrbes the fundamental reason for the organization to exist 
and m TMI's case it 1s probably mountam conservation The term "ideology" is used deliberately because 
~t IS a powerful term that can carry both posltive and/or negative connotation - - thus an organ~zat~on, l~ke  
any society, can be blmds~ded by its ~deology "Beliefs" describe the way the world 1s percewed and how ~t 
IS believed to operate, "values" are the eth~cal norms that are commonly held by the staff Organ~zational 
"purpose" describes what the organization is trymg to accomphsh, 1s more tang~ble and descrrpt~ve than 
~deology and IS normally encapsulated m a misslon statement "Core competencies" are what an 
organ~zat~on does to pursue ~ t s  purpose and "bas~c operatmg practrces" describes the surroundmg style or 
process that the organlzatlon employs - - m TMI's case it m~ght lnclude a procliv~ty to "stay at the table" 
rather than pursue a high profile, act~v~st  approach 



In general these planrung efforts have not constituted what normally falls under the rubric 
of "strategic planrung" in the operational sense of structuring activities, instrumentalities 
and grounded strategies in a framework based on a hard headed assessment of 
opporhmties and challenges Whde the work on ideology and value identification has 
been very valuable, the evaluation team believes that it is crrtically important for TMI to 
now move toward a more structured planning effort that establishes a clear programmatic 
purpose, a set of core competencies and that nails down the fundamental operating 
pnnciples that distmguish TMI from other conservation groups Whde it is TMI's 
responsibility to design and structure the process, the evaluation team believes that a 
plannmg process for TMI needs to address four critical issues 

Greater clar~ty w~th  regard to organuahonal purpose TMI has made 
considerable headway m moving toward a clearer conception of purpose but more 
needs to be done to establish a guiding framework that wl l  give cohesion and 
direction to the design of individual project strategies and help the organization 
make informed future staffing decisions As discussed above, in all three countries 
visited by the evaluation team, projects were at a transition pomt requiring 
important decisions about future direction Key decisions included among many 
whether TMI should move directly into small andlor medium enterprise 
development, to what extent should TMI have internal scientific expertise in the 
management of bio-diversity, to what degree should TMI gear up to provide 
advanced training to cooperating NGOs 

Ident~ficat~on of areas of core competence or bas~c product components It is 
important for TMI to be much clearer about exactly what slulls, expertise and 
program strategies it bnngs as an organization to its work in mountain 
conservation As noted in the discussion of country projects, while values are 
similar, program focus, approaches and strategies are quite different While the 
staff and leadership of TMI deserve much credit for their work on clmfying 
ideology and values, they need to address the very difficult question of program 
tactics Th~s  w11 involve a difficult and protracted discussion with field units and 
a concerted effort to identify program commonalities and to hammer out a clear 
picture of exactly what TMI should be doing 22 

It is important to emphasize that this type of program planning need not lead to 
standardization or homogeneity And in fact, TMI may wlsh to find strategic 

2' TMI quite correctly notes that all three funded projects are quite new and of an expermental and pilot 
nature Thus the mpression of a sphe red  and diffuse purpose is exaggerated done  lnnits the assessment 
to only these activities as is the case with this evaluation 
22 TMI's comment on the draft report makes this same pout m strong and compellmg terms by notmg that 
what TMI lacks is the existence of a critical mass of techn1caVprofessiona1 expertise at the center that can 
serve to ensure that the key elements and best practices are truly mtegrated m project design and 
mplementation, that can challenge the programs regardmg thelr approach and the "fit7' between 
organization objectives and mdividual activities, and can monitor nnpact and feed that mfomation back 
mto future plannmg and implementation 



value in diversity in its capacity to adapt a common set of values to different 
situations However, whether integrated or diffuse, it is mportant that TMI 
identify the program instruments that emerge directly from TMI's purpose and 
values and how these w11 be deployed This exercise has important practical 
implications wth  regard to long-term staffing strategy, the functions of 
headquarters and relationshps wth  the field, the role of the development office 
and the formulation of a fund rasing strategy It will have direct bearing on the 
specific country programs and long-range growth plans for the Andes and Himal 
programs and others 23 

Ident~ficat~on of baslc operabng practices In a related vein, the evaluation team 
believes that TMI would benefit if it were more explicit about basic operating 
principles Mhle the values and beliefs have been identified, TMI has not gone 
the next step of developing a "practices manual" which would provide guidance 
but also be a repository of experiential learning While publication of a manual 
may not be needed, it is important that over time TMI move to a point where staff 
can confidently say "Ths is the way we do it at TMI " 

Dmng the evaluation, the team noted that despite the protracted talk of "shmng 
the lemng"  there was a need for more analytical effort to critically explore 
expenence and identify "lessons learned" and to get t h s  information up on the 
board and into the basic operating practice of the orgamzation Whde the team 
was impressed with the capacity and inventiveness of individuals and the 
considerable positive impact of funded projects, achievements seemed to be 
occurring despite the system not because of it 24 

The role and functlon of the program center Whether or not an orgamzation 
needs a strong programmatic center depends on the technical nature of the work, 
the degree of program diversity, the importance of analysis and research, the 
perceived value of synergy, and management's tolerance for autonomy The 
outlymg m t s  of most decentralized orgamzations prefer autonomy from the 
center because they believe they have a deeper understanding of the local 
conditions that will influence success TMI does not currently have a strong and 

23 It is mportant to pomt out that while ideology and core purpose change very slowly  fat all, the content 
of an organization's core competence or "product mix" changes with shiftmg needs Thus, an elaboration 
of core competence proceeds fiom an assessment of current skills and capacities m the context of need and 
what other organizations are domg 
24 TWO specific examples In Peru and to a lesser extent m Hmal, there is a common practice of "staymg 
at the table" when workrng with government officials regardless (withm reason) of pollcies and practices 
that m~ght otherwise be anathema This is a defmmg characteristic of TMI but it needs to be elaborated, 
better defined and more fully Ingested In the Hmal Program, there is considerable knowledge of, and 
emphasis on, the conservahon practices that emerge fiom the principles of community forestry It struck 
the evaluation team that thls perspective was valuable and innovative and very much aligned with core 
values, but that the practical operatmg unplicahons needed to be more deliberately mserted mto the TMI 
structure 



guiding programmatic center, and in fact there is considerable debate w t h n  the 
orgamzation regarding the wisdom of creating such an entity 

The Evaluation Team does not have a conclusive view with regard to the role of 
the center from a structural perspectzve However, the team does believe that 
there are certain functions that are traditionally performed by a program center 
that wl l  need to be performed regardless of whether a program unit is established 
at headquarters These functions include 

Program analysls This includes more than "shmng the l emng"  and 
implies a capacity to analyze trends, identify patterns and question 
conventional approaches It also suggests a responsibility for challenging 
the field units to produce supportive analysis Because of the complexity 
of development work, most organizations need some analytical capacity as 
a basis for program redesign and change The need for analytical capacity 
is particularly great at TMI because the program (at least that supported by 
the Matching Grant) is in a formative state and there is considerable work 
that needs to be done to thlnk through next steps and follow-on 
approaches 

Managmg the plannmg process As used, the word "planning" means the 
ongoing process of program renewal - - strategy, mtegration, local 
planrung, project design - - and the principal emphasis IS on management 
of that process As suggested, it w11 be very important for TMI to move 
f o m d  wth  a carefully designed operational planning process The 
design and management of that process is critically important and needs to 
be unambiguously assigned 

Fac~l~tat~ng the program dec~s~on makmg process Most development 
organizations need an internal staff capacity to support crit~cal program 
decisions involving budget and staffing allocations and the sculpting of 
program pnonties This involves a capacity to look at the pros and cons of 
alternatives agamst a set of selection cntena that is derived from the 
organization's basic charter and approach More broadly it implies a 
responsibility for ensuring program integnty in the face of limited 
resources and competing demands for staff and budget resources 

TMI devotes considerable effort to staff retreats, conferences, periodic 
team bwlding and ad hoc staff meetings These have been important 
because of geographc daspersal, the decentralized operating structure and 
the need to deal w th  past issues of internal divisiveness Dmng the 
evaluation, there was repeated concern that whle these past efforts have 
been very valuable, TMI now needs to move to a more structured and 
efficient decision makmg process that draws on its considerable data base 
and denves from stronger analytical capabilaty 



Techn~cal support Most central program units do not provide much 
technical support to field units and the need for this capability tends to be 
overstated Nevertheless, there is periodic need for help in locating a 
techca l  consultant or a particular study A more important function 
involves an assessment of whether a field program has an appropriate 
internal level of techmcal competence 

Studles and research An important adjunct to program analysis, 
planrung and decision malung is the capacity to identify the need for 
research and special studies 

Strengthenmg partnersh~ps and alllances 

The second goal of the headquarters portion of the grant was to build a stronger fabnc of 
supportive relationshps with a broad assortment of potential partners and collaborators 
Ths  was important because TMI was a small, emergent orgamzation in a remote location 
and needed resources to cultivate the contacts, networks and relationshps that would be 
needed to build a h Q n g  base, identify teaming relationshps and influence the content 
and direction of international development and conservation priorities Under h s  goal 
was a long and diverse list of activities loosely related to external contacts 

It is difficult to evaluate whether and to what extent the fundamental purpose has been 
acheved because of the vague nature of the goal and the diversity of envisioned 
activities The last quarterly report stated that the partnering goal had been 
"accomplished" and noted that " partnering has become a way of thnking and 
acting " at TMI In general, the evaluation team would concur wth  this self-assessment 

With regard to working partnerships, TMI is good at reaching out and workmg with other 
private and public organizations as evidenced in relationships wth  GB Pant (India), 
INRENA (Peru) and the Ministry of Parks (Nepal) The team relation with GB Pant is 
particularly interesting and may provide a model that can either be duplicated elsewhere 
or expanded upon in the Indian Himalayas With regard to larger environmental policy 
issues, TMI has initiated the so-called "Mountain Forum" designed to brmg advocacy 
groups together in a forum to discuss common policy concerns and develop agendas for 
global action Regardless of whether this initiative has had an impact on international 
policy toward mountainous areas, it has positioned TMI as a leader in this field and 
helped with name recogmtion and enhanced credibility 

With regard to the buildmg of contacts linked to strengthening the financial base of 
support, it is difficult to determine how successful these efforts have been In general the 
cultivation of funding relationships is a long and arduous effort and non-profits 
frequently underestimate the amount of time and careful effort that will be required to 
nurture a level of confidence that w l l  lead to financial support The issue of development 
is discussed in the following section 



While TMI is effective in forging working relationshps and worlung cooperatively w th  
partners, it w11 need increasingly to deal wth  the larger question of what constitutes 
institutional capacity building and what strategies need to be put in place to ensure that it 
occurs d u n g  the course of a relationship wth  an NGO partner There have been several 
studies of capacity building that suggest that partnership relations evolve through several 
linked stages, that the terminal stage is in some ways the most important and that some 
form of long-term association can be very effective Whether or not there are predictable 
stages in a relationship or whether these apply to the types of orgamzations that TMI 
works with is less important than the existence of a philosophy and a set of guidmg 
principles Capacity budding, albeit an ephemeral concept, involves much more than 
working collaboratively together The concept implies the transfer and adoption of 
specific slulls and attitudes associated with organizational success If TMI is to be fully 
effective in developing and leaving in place enhanced institutional capacity - - as it claims 
it will do in the Matching Grant - - then it needs to put down a program and an approach 
for malung t h s  work 

Sharing the learning 

A goal of the Matching Grant was to increase the internal and external sharing of 
information about what TMI does and how it does it Funded activities included more and 
better internal reporting, the development of a newsletter, establishment of a publications 
office and public relations effort, and design and installation of an internal electromc 
communication and information system Thus the rubric "shanng the learmng" supported 
a series of activities related to improved management, team building and public relations 
and fund raising Despite the emphasis on "learnmg," the emphasis was not on program 
analysis and research but on the facilitated flow of information and a shmng of best 
practices Accordingly, the Sharing component was placed first under the jurisdiction of 
the information officer and subsequently under the advancement office 

Most of the individual activities under thls goal have been funded A project reporting 
system was put in place, a newsletter was created, a publication office was established 
and an improved electronic communication system has been installed In addition, TMI 
staff have engaged in a series of conferences, workshops and meetings designed to share 
information and develop common strategies To the extent that the fundamental purpose 
of this component of the grant was to facilitate and increase theJEow of znformatzon, the 
evaluation team believes it has been successfully accomplished *' 

25 TO thelr credit, many of the staff of TMI have participated m the USAID-sponsored GEM trainmg 
program with its emphasis on a style of mternal organuational mteraction that has been called 
"appreciative mqulry " For some this has been an mportant experience and appreciative mqulry has 
provided a powerful and useful technique In the field, appreciative mqulry has been integrated with 
techniques of rural appraisal and the results are very positive Internally, views are mixed and there are 
strong feelmgs regardmg the pros and cons of this approach To simplify the value of appreciative Inquiry 
IS that it 1s a f fmmg creates a very positwe atmosphere, encourages spontaneity and self expression and 
may help organizations devise creative solut~ons and articulate clearer vislons of their future than would 



The subject of orgamzational "lemng" suggests three related issues that the evaluation 
team believes TMI will need to continue to address as it grows and develops These are 
variants of themes developed elsewhere m t h s  report but have particular resonance when 
linked to the concept of learning 

How much analysis? At a mmimurn, development agencies need sufficient 
internal analytical capacity to design and then manage good individual projects 
For TMI, the question is whether "orgamzational learning" simply involves the 
passive transmission of data and information between program m t s  or is it 
necessary to Insert analytical and interpretive capacities that w l l  identify patterns 
and challenge assumptions7 The conventional wisdom suggests that organizations 
erect strong cultures to protect against new paradigms and that a deliberate 
attempt needs to be made to insert skepticism into most organizational systems 
However, h s  may involve an adversanal approach to information shmng that 
may be an anathema to TMI's values 

Who manages the system? Does TMI need a central transmission point for 
analysis and communication or perhaps " in a growing organization like TMI, 
w t h  such a strong emphasis on field activity and a relatively remote HQ office, 
field offices may not have as much need of HQ as an information source as would 
be expected in other more centralized organizational structures The older, 
centralized models of orgamzational management may become increasingly 
obsolete "26 The alternative conventional view is that growing orgamzations very 
much need a strong headquarters presence wth a critical mass of core expertise in 
order to maintain order and sustsun focus as the organization goes through the 
volatile process of maturat~on The down side is that a central transmission point 
can be seen, and in fact can become, a censor on the flow of information 

What's Important What and how much information needs to be shared and for 
what purpose? Perhaps because of a history of centralized direction and a 
proclivity toward non-shmng of information, TMI currently places considerable 
importance on openness and transparency - - and of course these are intrinsically 
desirable organizational attmbutes However, the consequence of an open sharing 
policy is fi-ustration that the system does not and cannot openly provlde " all 

othenvlse be the case The drawback is that if mishandled, appreciative mqutry can discourage critical 
analytical thmkmg, create mflated expectations, promote a sense of unreal@ and mcrease the level of 
ambiguity to mtolerable llmits that for some exacerbates anxlety While the team leader for the evaluation 
has significant reservations regardmg the long term utility of the process, on balance it 1s the conclusion of 
the evaluation that lf it works for TMI, that's fme We would argue, however, that some of the language of 
appreciative mqutry has a zealous tone and is off-puttmg and should be dropped whlle the substance of 
mtent 1s retamed 
26 TMI Headquarters report for the period October 1, 1996 - June 30, 1997 



staff members with access to all information from throughout the orgmzation 9'27 

(Emphasis added ) 

Development 

An important objective of the Matchng Grant was to improve the financial health of the 
organization by establishing a development office, and by more actively engaging the 
board of directors both in a fiduciary and advisory capacity wth respect to direct 
financial support Anticipated activities involved a series of board retreats, systematic 
attempts to increase board interest and enthusiasm, establishment of a development (or 
"advancement") office and the development of the basic components of a preliminary 
fund raising strategy 

Board strengthenmg This evaluation has deliberately not focused extensive attention on 
board development and the team leader spoke briefly wth  only four of TMI's board 
members In general, developments appear to be positive A revised set of by-laws has 
been drafted, a committee structure has been designed and established, several new board 
members have been recruited and a series of meetings and board retreats has taken place 
The board has recently become seized with the importance of long-range planning and 
has also demonstrated leadership with regard to restructmng the Appalachan Program 
There has been a concerted and successful effort to more fully and effectively involve the 
board in fund raising and the extent and amount of financial support from the board has 
been rising Limited discussions with board members indicated a high degree of energy, 
cornrmtment and enthusiasm The followng constitute minor concerns and questions In 
general, the team was impressed wth  the constructive work that has been accomplished 

A challenge that any quickly changing organization will have to address is that the 
board can get quickly out of date with regard to changing program priorities 
Whde ideology and values should stay constant and purpose should shift slowly, 
the content of what the organization does wll  be constantly adapting to changing 
conditions It is easy to underestimate how much time and persistent effort is 
needed to keep a board abreast of program changes In TMI's case, several 
members of the board have had an intimate association with the program and a 
very personal connection wth  the history of the organization Ths  level of 
involvement is a precious resource but can at the same time lead to tensions when 
changes in direction are not adequately worked through 

While the TMI board is composed of very capable individuals, the roster does not 
include people w th  extensive sc~entific or techrucal environmental experience or 
credentials Whether and to what degree tlus is desirable depends on the outcome 
of the p l m n g  effort recommended by the evaluation Ths  relates to a more 
general point that efforts to restructure boards should start from and be based on a 
candid assessment of strengths and weaknesses and denve from a picture of what 

27 Ibrd 



the future board should look like A board development plan should be a written 
document that is periodically reviewed and updated and that becomes part of the 
board's intentional direction 

Finally, the team was surprised that the revised by-laws did not establish a 
standzng committee mth responsibility for development The financial health of 
the orgamzation is a key board responsibility While the development function 
can be handled on an ad hoc basis, it deserves a permanent structure 

TMI has had considerable difficulty in getting a development effort designed and 
launched These difficulties and frustrations are absolutely not u q u e  to TMI or the 
consequence of personal performance If there is one uversal  management problem that 
besets small, growng non-profits, it is the design and insertion of a development office 
into a decentralized structure 28 

The followng summary comments do not constitute a comprehensive assessment of the 
challenges of establishmg a fund rasing effort TMI has had access to consultants who 
can provide that advice 

In comparison to many international environmental and development groups, TMI 
is very fortunate in having a clear market niche (mountains), very strong potential 
appeal to an identifiable group (e g , outdoor environmentalists) and a very 
attractive program mix that can be packaged and presented in an appealing 
manner (culture, commuty, conservation) 

TMI's efforts to get a development program up and runtllng are hampered by 
inexperience, small size and because it has had to start from scratch in organizing 
its development effort In addition, the remote headquarters location and the 
absence of a central, integrated office has created logistical difficulties TMI is 
just large enough to warrant a development office but not large enough to finance 
one wthout the perception of considerable programmatic sacrifice 29 

Internally, TMI needs to devote more discussion to what a development office 
does, its operational and policy role vzs-a-vw the constituent parts and the 
mplications with regard to the autonomy of the field u t s  As noted below, the 
establishment of a development office does inevitably imply the centralization of 

See the Management of Fund Raismg, for InterAct~on 1989, by C Stark Biddle 
29 In part for th~s reason TMI attempted to ameliorate the budgetary pam of a development office by 
makmg the unfortunate decision to llnk the establishment of that office to the goal of havmg it pay for 
itself withm a designated tune period Th~s was unfortunate because it gave the development funct~on a 
short term focus, lmplied the Independent and transitory nature of development and armed those who were 
concerned with centralization with a perfect argument to jettlson the initiative when ~t ran mto trouble 



certaln functions and responsib~llt~es related to fund raising Th~s  can create (and 
has created) internal tensions that will Impede the integration of the development 
function into the mainstream of the orgamzation 

TMI's approach to development put considerable emphasis on the deslgn of a 
strategy that reflected the orgamzation's identity and values and ~ t s  unique way of 
processmg information and managing relationships Whde the intent was 
laudable, in hndsight the evaluation team believes that it would have been 
preferable if TMI had started w~th  a more traditional and llmited approach and 
grown from a more grounded experiential base 

In the long-run, there are three fundamental Issues that TMI wdl need to deal with 
in structuring a development office and designing a fund raismg strategy These 
are 

Learning to take a careful sustained long run approach Development 
mvolves the cultivat~on of relatlonshps and the buddmg of confidence 
This takes cons~derable time Development offices are often set up m 
response to a financial emergency and the~r performance 1s linked to 
~mmediate financial return Not only IS h s  likely to fad, but it may 
allenate potential contrrbutors who would have been s~gmficant supporters 
~f the cultivation process had been extended 30 The importance of a long 
run approach needs to be budt Into the des~gn and structure of the 
development office 

Defining the role of the center The establ~shrnent of a central 
development office inevitably mvolves the imposit~on of some degree of 
strategic d~sciplme over the constituent parts of the organization While ~t 
IS true that everyone is involved m fund rasmg, it is not true that everyone 
can ralse funds for whatever appears to be ind~v~dually attractive It 1s the 
fundamental job of the development office to develop a game plan, 
recommend fund ralslng priorities and keep everyone informed of how the 
effort IS going Inevitably, the central development office will concentrate 
on raismg the discretionary funds needed to keep headquarters afloat and 
to support services that backstop the field - - although it would be a 
cons~derable waste of resources to lim~t the development office solely to 
the raising of discretionary money From the field's perspective, the 
efforts of the development office may be of low or even negat~ve marginal 
utility These issues have been particularly problematic with TMI because 
the role of headquarters is poorly defined, the field units operate with 

'O It is the personal vlew of the team leader of the evaluation that TMI needs to be very cautlous m 
applymg the terrnmology and approach of appreczatzve rnquzry to fund ralslng This is not to suggest that 
A1 has not been useful mternally and m the design of commun~ty tramrng programs However, the tone and 
language of A1 can madvertently convey a level of slmpllclty and lack of content that can undermme the 
credibility of the development effort 



considerable autonomy and the mandate of the new development office 
was l ad  out in broad and ambitious terms 

The development of a convlnclng case statement der~ved from a sol~d 
long-range plan of act~on The single most critical component of 
effective fund rasing - - whether foundation, corporate or individual - - is 
the coherence and binding structure that is derived from a clear conception 
of what the orgamzation does and where it is heading As stressed 
throughout t h s  report, TMI needs to devote considerable effort to the 
development of an operational long-range plan 

Better Flnanclal Systems 

TMI has made considerable progress in developing effective financial systems and 
controls including a budget p l m n g  and management system, a monthly financial 
reporting process, design and approval of fiscal policies and procedures and the 
development of a sem-annual work planning process The accounting system has been 
upgraded and improvements have been made to computer hardware and software Finally, 
a basis has been established to link financial reporting to the M&E process when that 
system is in place 

Importantly, TMI has employed a Chief Financial Officer who has brought w th  him an 
emphasis on structure, systems, accountability and financial strategy The addition of this 
capability and the construction of financial momtoring and oversight systems will help 
immensely in the formulation of a sound growth strategy Whle the addition of a 
professional CFO was a wse  and necessary decision, it does and w11 continue to present 
to central management the challenge of balancing a structural financial perspective 
against the importance that TMI program staff place on autonomy, self-reliance and 
independence 



Ths  section sets forth a series of principal findings that emerge from the preceding 
discussion T h s  section does not attempt to repeat all of the matenal set forth in previous 
sections 

Organizational attributes 

TMI is a young, energetic, growng and somewhat fi-agile organization that is 
experiencing considerable change in program direction, management style, 
governance and leadership 

At the same time, TMI has a long and rich history, a valuable set of traditions, a 
unique and attractive identity that derives from its focus on mountam, its unusual 
locat~on and its appealing mix of domestic and international act~vities As a 
consequence, TMI is potentially well positioned to delineate a clear market mche for 
~tself that will be attractive to foundations and official development agencies and to 
private and corporate fimders 

TMI has come through a difficult transition involving a leadership change, a shift in 
program direction with an emphasis on international conservation and a gradual 
tightemng of systems and standardized procedures associated with growth and 
professionalization However, the vestiges of the transition are still influential and 
there is considerable internal discussion and debate w th  regard to future direction, 
structure and operating style 

TMI aspires to be a world leader in the broad area of mountain ecology and 
cornrnutllty development and has embarked on a difficult and demanding process of 
maturation and orgamzational change involving program growth, program 
diversification, an increase in the relative importance of international activities, 
cultivation of new partnerships and alliances, the introduction of new techniques, and 
the strengthening of the board and the budding of a sustaimng financial base This is 
an ambitious agenda and success w11 depend very heavily on the capacity of the 
orgamzation to establish prionties in a sequenced and strategic manner 

In the last three years, TMI has devoted considerable constructive effort to building 
an integrated organizational identity and culture, to improving internal 
communication and orgmzational consensus, as well as to establishmg the systems, 
procedures and controls that will be essential if TMI is to become a mature and viable 
international PVO 

As an organization, TMI staff place considerable value on participation and consensus 
and devote a great deal of time to the process of decision malung Many of the staff at 
TMI have adopted the principles of appreciative inquiry wth  its emphasis on positive 



affirmation %le these preferences reinforce organizational loyalty, they consume a 
considerable amount of time and effort, slow down decision-malung and may 
augment an overall impression of scattered and diffuse focus 

The USAIDIPVC grant 

The Matclung Grant has been of immense transitional value by providmg stability, 
maneuvering room and the resources needed to build orgmzational cohesion 
followmg a d~fficult leadershp transition In addition, the grant allowed TMI to 
diversify its program, complete a defimtive transition to an international approach and 
establish an experiential basis for subsequent program planning and development 

The fact that the grant has been adrnimstered in a flexible and adaptive manner 
permtting modification in grant objectives durmg implementation was fully 
appropnate and consistent with TMI's broad organizational purpose At the same 
time, flexibility wth  regard to the grant's objectives has made it difficult to monitor 
progress against onginal intent, particularly wth  regard to broad orgmzational goals 

In retrospect, the institutional components of the grant might have had greater impact 
had they been predicated on and followed from a more explicit strategic planning 
effort with grant funds being used to deal with issues, bottlenecks and needs 
identified by that effort (However, whether or not TMI two years ago was at a 
sufficiently cohesive point to embark on an institution-wde p l m n g  process is 
questionable ) 

Finally, the grant proposal and the Detailed Implementation Plan periodically 
employed faslvonable ternnology and exaggerated phrasing that suggested a 
comprehensiveness and depth of impact that was slightly misleading This needs to be 
guarded agamst in subsequent grant applications 

Organuat~onal and program strategy 

While TMI's scope is limited to mountainous regions and to the triple themes of 
conservation, culture and community, the organization's interests and programs span 
a broad and diverse thematic landscape that includes park plannmg, cornrn~~llty 
development, capacity buildmg and a diverse assortment of field activities that run the 
gamut from mountain safety to bio-system momtoring of vulnerable natural areas 
While this diversity of interests is responsive to variable country conditions, it makes 
it difficult for TMI to bmld a distinctive comparative advantage and maximlze the 
impact of scarce program resources 

In a related vein, TMI's geographcally dispersed organizational structure, a 
deliberately modest role and set of functions for the center, a limited capability to 
evaluate and backstop the techmcal content of field activities and the absence of an 



integrating strategic plan combine to pull the organization in too many directions and 
to make strategic focus difficult 

Despite TMI's identification wth  mountains and the elaboration of the core principles 
embedded in conservation, community and culture, TMI's basic organizational 
purpose needs greater clarity and TMI's field activities need greater conceptual 
integration 

While there is considerable benefit in adapting projects to special, country-specific 
circumstances and placing high respect on c o m m ~ t y  priorities, TMI would have 
greater impact if more attention were given to the design and application of a modular 
approach that embodies a distinctive design rooted m TMI's unique experience base 

While TMI's international projects are very well managed and are achieving intended 
objectives, future impact will be dependent on the design of strategies that will 
increase structural or systemic impact and thereby address concerns regarding cost 
effectiveness 

It is very important to stress that dmng the last two years, TMI has made 
considerable progress in defimng orgamzational ideology and in clmfying basic 
values and beliefs The groundwork has been established for a much more focused 
strategic planning effort that will concentrate on program purpose, core competencies 
and basic operating approach 

The TMI organuat~onal structure 

TMI needs to more clearly define the role and function of the center with regard to 
field programs Currently TMI does not have a strong programmatic center that 
provides techmcal and intellectual support and direction to field units While the 
current structure may be workable in the short run, it will tend to perpetuate program 
diversification and make it difficult for TMI to formulate a distinctive model 

As a corollary, TMI needs to identify mechanisms for providing more managerial 
support to program staff as part of a gradual effort to bring all elements of the 
program into better alignment and to encourage the design of projects with a stronger 
analytical and strategic underpimng The evaluation team believes this can be done 
in a manner that does not undercut program effectiveness 

TMI needs to directly address the deficiencies of the "virtual office " While the TMI 
leadership deserves substantial credit for structuring a workable system and for 
devising effective communication procedures that help address the organization's 
highly decentralized operating style, the cumulative effect of the centrifugal forces 
noted above places very real strains on the organization and makes it doubly difficult 
to forge a clear strategic approach While a diversafied geographc structure might be 



workable if all other institutional attributes were working to pull the organization 
together, it is problematic in the current situation 

Performance agamst grant expectations 

Country projects 

The field projects funded under the grant have been successful in supporting 
achevement of the goal of the grant, whch is to increase in-country capacity to 
design and manage conservation programs However, the ambitious "bio-diversity" 
language in the Matchng Grant and some of the implicit emphasis on structural or 
systemic impact established a set of expectations that is more ambitious than TMI - - 
with the possible exception of SiWum - - has been able to acheve to date 

TMI is on track generally wth  regard to accomplishing specific, explicit objectzves 
envisioned in the DIP 

TMI has demonstrated energy and imagination m desigmng and "Jump starting" field 
level activities in remote and difficult locations 

TMI has done an exceptional job in establishing close collaborative relationships, 
working wth  and empowenng commumties, collaborating effectively with 
government entities and developing effective traning programs combining the best of 
rural appraisal and appreciative inquiry techtuques 

Aside from a common focus on mountsuns, TMI projects are diverse Individually 
they are meritonous but as a group hghly differentiated 31 

While the mdwidual activities are worthwhile and positive, the cost of operating in 
remote areas is quite hgh  and the cost-benefit ratio is not attractive if benefits are 
measured solely on the basis of direct impact on beneficiary groups TMI appears to 
be aware of this challenge and w11 benefit from support for initiatives that will 
deliberately exploit opportunities that will have a systemic impact In a related vein, 
TMI is good at getting an activity up and running but needs to be more proactive in 
the design and application of sequential project strategy that will have a structural 
impact and include a graduation strategy 

TMI is adaptive and stakeholder driven in project implementation TMI does not have 
a "model" in the usual formulaic sense of that word Whde an emphasis on 
community empowerment is desirable and effective, TMI can do more to define what 
it does in a modular and standardized fashion that permits and encourages critical 

31 TMI staff disagree with this assessment and argue that all three country programs have a tight focus on 
community development and employ a similar approach of stakeholder participation 



analysis, that provides a tangible basis for assessing performance and establishes a 
sound basis for long term institutional growth 

TMI is still at the stage where it focuses on the "delivery of services" rather than on 
structural or system~c change Gradually, TMI wll  need to place greater analytical 
emphasis on issues of replicat~on, sustainability and cost effectiveness 

In general, TMI needs to deepen and strengthen its analytical capacity and to accord 
greater Importance to a crrticallanalytical assessment of its work Thls implies a 
deeper understanding of environmental issues prior to project launch, a tougher 
approach to sustamability, Impact, cost recovery and replicability, more attention to 
what is m the pipeline after the facilitation and empowerment is over, a better 
understandlng of economic incentives and disincentives, and a strategic approach to 
project design and mplementation 

Headquarters 

TMI has made considerable progress in des~gning and installing integrated financial 
systems and controls and a centralized budgeting capability 

Similarly, the grant has given TMI the resources to strengthen internal 
cornmu~llcations, build organizational consensus and deal w th  difficult transitions, 
TMI has benefited from more frequent staff interactions and from the advice of 
organizational consultants Much of the basic work on valuing and visiomng has been 
accomplished and TMI is now at a point where it can engage in operational planning 

An Important board development process has been lmtiated and needs to continue 
Inevitably this w11 involve a process of sorting out roles and functions and a gradual 
emergent understanding of the difference between operations and policy The board 
needs to have a deeper understanding of TMI's new directions, spend an increasing 
level of effort on strategic planmng, and continue to become more deeply engaged in 
fund raising and financial strategy 

Desp~te considerable effort, TMI has not designed and Installed a basic monitoring 
and evaluation system Progress in t h s  regard w11 hmge to a considerable degree on 
the preparation of a strateg~c plan and on the elaboration of a TMI model or at least 
on stronger consensus wth  regard to the common elements of the TMI approach 

TMI has established a development ofice and has begun to fash~on a fund-raising 
strategy wth  mixed results Some important rethnlung is currently underway based 
on experience to date 



While TMI has made progress in facilitating the internal exchange of information, a 
deeper level of orgamzational learmng will and can occur if there is a stronger 
analytical capacity 

Whde the evaluation team notes that there is a long list of large and small 
recommendations that emerge from the previous discussion, it prefers to concentrate on 
three principal points that it believes are of pivotal long-term importance to TMI 

1 Strategy The central recommendation of this evaluation is that TMI needs to imtiate 
a careful program planmng exercise that will clanfl organizational purpose and more 
clearly delineate areas of core competence and approach The team believes that the 
benefits to TMI of a tighter and more structured programmatic focus would be 
considerable and would include the gradual emergence of a distinctive TMI model, 
increased program synergy, better Internal cornmumcation and stronger support for an 
effective development effort 

Structure The second recommendation of this evaluation is that TMI needs to take 
steps to insert an increased quantity of managerral "glue" to hold the organization 
together, accelerate decision making, support overseas projects and staff, and manage 
the increasingly complex systems of a growmg, diversified international non-profit 
While the team is respectful of the need for program independence and understands 
both the m e t y  associated with a strong central office and the allure of the "virtual" 
alternative, the team believes that TMI is at that point in its organizational life where 
a greater degree of supportive direction is warranted and necessary 

3 Analysls The final recommendation of this evaluation is that TMI needs to take steps 
to improve its analytical capacity at all levels of the organization This goes beyond 
"shmng the learning" and involves analytical support for the planning effort, 
assistance in project design, backstopping of regional offices in their efforts to forge 
long-range plans and, finally, the nurturing of the intellectual capital of the 
orgamzation in preparation for hture program initiatives 
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Attachment #1 

The Mountam Inst~tutelUSAID-BHR-PVC 

SCOPE OF WORK 

Final Evaluation of The Mountmn Institute's 

"Strengthenmg NGO, Government, and Pr~vate Sector Capabil~t~es 
for Community-Based B~odwers~ty Conservation Programs in the 

Andes and H~malaya" 

Cooperative Agreement No FAO-158-A-00-5028-00 

Between 1972 and 1993, The Mountaln Institute (TMI) primar~ly pursued its mission of 
"protecting mountain environments, advancing mountam cultures" within the Himalayan and 
Appalachlan mountain reglons Over this twenty year period, a rlch experience base was 
developed as a result of TMI's innovative conservatlon and development programs in Nepal, 
Tibet, and West Virginia These resultant '"TMI models" were largely founded on the active 
testing, refinement, and blendmg of participatory approaches to environmental conservation, 
community development, and promotion of indigenous cultures 

By 1993, a desire to more effectively share and disseminate the many lessons learned in Asla and 
North America, increase organizational and professiond capacity, and expand programs to other 
regions of the mountain world led to a new phase of institutional planning and development The 
following year, TMI was awarded a three-year Matching Grant by USAIDIBHFUPVC in support 
of "Strengthening NGO, Government, and Private Sector Capabihtles for Commun~ty-Based 
Biodiversity Conservation Programs In the Andes and Himalaya" The grant has represented an 
unprecedented opportunity for TMI to launch new conservation and development initiatives 

within the Andes and Himalaya whlle dlrectly strengthening Headquarter capabilities withln the 
Appalachians 

The $1,500,000 Matching Grant was awarded in October, 1995, with the 11fe-of-project defined 
as the per108 oetween October 1995 and October 1998 In vlew of the accelerated activities and 
accomplishments of the field and HQ components, this final evaluation has been scheduled for 
the end of the second year of the grant award (August through October, 1997) in order to provide 
field personnel with professional, external feedback regarding progress and overall effectiveness 
achieved to date 



2 Goal and Purpose of the Project (as per emsfrng documentatron and termrnology) 

The goal of the program is to "mcrease ~n-country NGO, government, and pnvate sector capaclty 
to deslgn, Implement, and monzor effectwe commun~ty-based b~odversity conservahon 

I 

programs In the H~malaya and Andes m ways wh~ch result in empowered stakeholders, more 
effectwe conservatlon programs, and slgn~ficantly improved conservatlon of mountam 
blod~verslty and cultures" (Cooperatzve Agreement, #August, 1995, Attachment 4) 

The purposes of the program fall under two categones, 1 e , "Interna~onal" (Nepal, India, Peru) 
and "Domestic" (The Mountam Inst~tute, WV) 

The International purpose IS "to enhance The Mountam Inst~tute's capacity to plan and manage 
rnternatlonal biod~versity conservation projects, develop and apply new brod~vers~ty conservatlon 
skills, lncrease collaborat~on between The Mountam Inst~tute, NGOs, and other stakeholders, 
lncrease local participation in program deslgn and implementation, enhance strategles for 
sustamab~lity, lncrease areas under protect~on/conservat~on, and lncrease stakeholders' Income 
generating actlvit~es" (Cooperatzve Agreement, 4 August, 1199? Attachment 4)  

The Domestic purpose IS to "enhance The Mountam Institute's headquarters capaclty to 
facihtate the exchange of knowledge between mountam areas, test the transferab~lity of 
successful biodiversity conservation models already ~mplemented (by 'I'M1 In Nepal) to other 
targeted countries, effectively monrtor and evaluate program results, provide traning to 
mternatlonal partners In M&E, financial management, fundrars~ng technrques, technical and 
soc~al sk~lls, develop U S and lnternatlonal markets for mountam cornmunlty enterprise, work 
w~th tounsm agencles toward the development of sound ecotounsm pnnclples, prov~de tralnlng, 
mternat~onal exchange, and conference opportun~tles to mternat~onal partners at the hst~tute's 
teaching campus in West Vlrgln~a, develop and test new models for sustarnabil~ty of The 
Mountam Institute" (Cooperatwe Agreement, 4 August, 1995, Attachment 4)  

The "Principle Activities" des~gned to fac~htate accompl~shment of the goal and purpose, as 
~dent~fied In the onglnal proposal's Logical Framework (22 November, 1994, Attachment 2) 
Cooperat~ve Agreement (4 August, 1995) Include 

"* Plan and carry out country-spec~fic plannlng semlnars at the Program's inception, 

* Work w~th approprlate host government official, local NGOs, and communltnes to 
develop stakeholder strategles and Management/Operatronal plans, 

* Enhance sk~lls and capacities of key pmclpatlng stakeholders through headquarters 
and country-spec~fic tramng workshops and actlvlties focussed on plannmg/management 
slulls and income-generat~ng mechan~sms, 

* Improve the quallty of technical assistance delivered through mcreased stakeholder 



access to multl-country experience, 

* Increase the capacity of The Mountam Instrtute to implement and monitor international 
b~odlversrty conservation programs through ongolng refinement of lessons learned, and 

* Develop a detailed phased plan for the long-term financial sustiunability of The 
Mountam Institute (this will be addressed in Headquarters and country-specific traning 
workshops)'' 

3. Purpose of the Evaluat~on 

The prlmary purpose of the final evaluation is to analyze and assess The Mountain Institute's 
progress In ach~eving program goals and objectives as stated In the Cooperative Agreement 
(August 1995), Detailed Implementation Plan (March 1996), and Flrst Year Annual Report 
(October 1996) 

The Program has four major Integrated components 

Peru building capacities of community organizations, government, the prlvate sector, 
and NGOs to design, implement, and monltor natural and cultural resource conservation 
programs in and around the Huascaran Natlonal Park, Huaraz, Peru (Huascaran Nazional 
Park Conservazion and Bujjfer Zone Development Project) Project Officers Jake 
Kosek, Alton Byers, Jorge Recharte, Mir~am Torres 

Nepal strengthening Nepal's capacity to deslgn, implement, and monitor ecotourism 
programs In the Langtang National Park, Nepal (Lmgtang Ecotounsm Project) Project 
Officers Wendy Lama, Bob Davis, Durga Poudyel 

Ind~a enhancing indigenous capaclty and generating economic incentives to conserve the 
natural and cultural heritage at key nature sltes withm Skkim (Szkkzm Bzodzverszty and 
Ecotounsm Project) Project Officers Nandita Jam and Renzmo Lepcha 

TMI Headquarters strengthening institut~onal capabilities in the pnority areas of (a) 
Plannzng, Monztonng, and Evaluahon ("developing an exemplary institution-wlde 
system for participatory and analytical planning, monitonng and evaluation which 
increases TMI's capaclty to serve the mountain community"), (b) Partnershzps and 
Allzances ("fostenng strategic collaborat~on between TMI and other groups as an 
effective means to increase the range and Impact of programs"), (c) Shanng the 
Learnzng ("to better serve the mountain community by sharmg information internally and 



externally in ways which reflect the institute's values of transparence, accuracy, and 
wholism", and (d) Fznanczul Sustaznabzlzty/lnstttuhonul Development ("~mplementing 
an Institut~onal Development Office capacrty and ~nfrastructure for TMI wh~le 
strengthening TMI's Board of Trustees") Project Officers Gabnel Campbell (M&E), 
Jim Underwood (Partnersh~ps & Alliances), Suzanne Warzinsky and John Eckman 
(Shanng the Learning), Jane Pratt, Alton Byers, and Suzanne Warzinsky (Institutional 
Development) 

For the present evaluation, the above components are consrdered to fall w~thin two rnter-related 
categones Inshtuhonal Development and Fzeld Implementatton A third category, Cross- 
Programmahc Opportunztzes, rases significant and relevant rssues which go beyond the 
confines of th~s  specific grant 

4 1 Instltutlonal Development 

A key objective of the Matching Grant Program 1s to facilitate the Internal development of The 
Mountam Institute as a world-class conservation and development organization Institutional 
objectives as stated in the original Matchmg Grant proposal (Sect~on B7, Goals) include 

(I) enhanced organ~zat~onaVprofess~onal growth and effect~veness, 

(2) programmatlc expansion Into other mountam regions of the world, 

(3) increased ~nternat~onal leadership In mountain env~ronmental, cultural, and soc~o-economlc 
issues, 

(4) the attainment of a sustanable financial base, and 

(5) the development of the Spruce Knob Mountam Center Into an rnternat~onal mounta~n 
demonstrat~on, teaching, training, and research center 

The Matching Grant program was designed to assist The Mountain Institute in the real~zation of 
these important goals by providrng 

(a) increased opportun~ties for staff organizational, management, and technical slulls tramng 
[Items I&2, above], 

(b) expanded international program expenence and respons~bility [Items 1-3, above], 

(c) opportun~t~es to disseminate, test, and refine existmg and prom~slng mountam conservation 
strategies [Items 2-3, above], 



(d) opportunltles to systematically pursue long-term fund~ng strategies and options such as 
membersh~p programs, endowments, and new core fundmg sources [Item 4, above], and 

(e) opportun~t~es to ~nvolve mternat~onal country progrdm part~clpants rn future Spruce Knob 
teachmg campus exchange and tra~ning mtlatwes 

Draft Draft Draft Draft Draft 

Thls evaluation will assess the progress made wlthln the Inst~tutlonal Development component 
by considering the followmg questions 

1 The structure and strategy for the Inst~tutional Development component was largely a result of 
a managers retreat held in April, 1995, pnor to notification of the Matching Grant award 
"Monitonng and Evaluation", "Partnerships and All~ances", "Shmng the Learnmg", and 
L'Development" were ~solated as the key components necessary for effective institut~onal growth 
and development Two years later, how relevant does t h~s  overall approach appear to be3 What 
strengthened or new dlrect~ons, ~f needed, would facilitate TMI's development goals' 

2 Goals, objectives, actlvlt~es, and time lmes were determmed for each of the ~nst~tut~onal 
components and are shown In the Detailed Implementation Plan (March 1996) For each 
component, what progress has been made toward the ach~evement of then- respective goals and 
objectlves? How useful have the "performance ~nd~cators" proven to be in terms of measuring 
impact and change' Have the projects been successful at capturmg and ut~liz~ng unant~cipated 
successes? 

3 What progress has been made toward strengthenmg TMI's financ~al accounting and reportmg 
capabilit~es' What lessons have been learned of value to the establishment of new country 
mtiat~ves' How has the strengthening of TMI's financ~al management capab~l~t~es  ~mproved 
reporting and accountabil~ty w~th In on-going country programs? 

4 What progress was made toward Board of Trustees development' How has thls facihtated 
~nst~tut~onal strengthening' 

5 TMI has been an actlve participant in the Global Excellence In Management (GEM) program 
funded through a Cooperative Agreement from USAID'S Office of Pnvate and Voluntary 
Cooperation How have the vmous sk~lls of the GEM approach been util~zed by TMI staff and 
Programs? What impact has th~s  approach had on the ~nst~tute? How has the GEM approach 
been incorporated, andlor mod~fied, by TMI personnel both in the U S and abroad' 

6 Dunng the past two years, what other TMI initiatives have been launched In support of ~ t s  
institut~onal development objectlves (these may include activities wh~ch are directly a result of 
the PVO grant, mfluenced or leveraged by the PVO grant, and/or mdependent of the PVO 



The Matching Grant has been designed to support The Mountam Institute m improving and 
expanding the impact of its mountan conservation and development programs in Latin Amenca 
and Asia This evaluation will vislt three country projects--Peru, Nepal, and India--where it will 
conslder the following questions 

1 What has been the overall progress towards achievrng new country program objectives? What 
has been successful, and what lessons have been learned? What constrants have been 
encountered, and how have they been dealt with? 

2 How have the Peru, India, and Nepal programs enhanced TMI's capacity to plan and manage 
international biodlverslty conservation projects? develop and apply new biodiversity 
conservation slulls' increase collaboration between TMI and government/non-government 
stakeholders7 increase local partlclpatlon in program design and implementation' enhance 
strategies for sustsunability' ~ncrease areas under protection/conservat~on~ increase stakeholder 
income generating activlties7 

3 How are the program- and project-level impacts evaluated' 

4 What is the nature and quality of the support needed and recelved from TMI Headquarters' 
Do field personnel feel that they are part of exciting, functioning teams of professionals, both at 
the project-level as well as instltutionallyv 

5 How do the programs relate to USAID and its local pnontles7 

4 What have been the unanticipated successes of the country programs? Howlwhy did they 
occur, and what are their implications for current program status and future plans? 

7 Do future plans, if they exlst, for expansion both in-country and/or to neighbonng mountain 
countries build upon and incorporate the strengths and successes of current projects? 

4.3 Cross-Programmatic Opportunltles (Optional. for example only) 

1 What opportunities have been pursued regarding cross-programmaticlinternational exchange' 
What have been the results of these exchanges' How might thls impact future project design' 

2 In what ways can Andean, Asian, and Appalachm Programs work together to facilitate 
institutional as well as programmatic goals and objectives7 What has already been accompl~shed 



along these Imes7 

5 Evaluation Methods and Procedures 

5 1 Evaluat~on Team Compos~t~on 

The evaluat~on team w~ll be compnsed of three core team members the AIDPVO Project 
Officer, AIDPVO project evaluat~on spec~allst, and an external evaluator (normnated by TMI 
and approved by the AIDPVO Project Officer) TMI country program representat~ves wlll 
accompany the evaluat~on team throughout the duration of spec~fic country vis~ts All 
part~c~pants must be m reasonable physical cond~t~on as 4-6 day treks m mountamous, roadless 
tensun are required for the Nepal and Ind~a country evaluabons, and vis~ts to hgh alt~tude s~tes In 

Peru (12,000' +) w~ll also be necessary to fully understand and apprec~ate project progress 

The external evaluator will serve as the Evaluat~on Team Leader and will be the pnmary author 
of the final report Other team members will be expected to prov~de wntten summarles on 
spec~fic areas of focus/expert~se as deterrntned by the Evaluation Team Leader One TMIMQ 
representatwe wdl be the pnmary TMI contact person for the evaluation, wdl coordinate 
log~stical arrangements, and prov~de technical expertise as requ~red 

The external evaluator and Team Leader w~ll be a senlor development profess~onal w~th 
extenswe conservation and devel~pment expenence In Latm Arnenca, Asla, Afnca, and North 
America S(he) will have s~gnificant pnor expenence In the organ~zat~on and management of 
U S international development PVOs S(he) will hold an advanced degree In management, 
mternat~onal development, or related d~sc~pl~ne, be a sk~lled writer, and have pnor experience 

w~th USAID evaluat~ons 

5 2 Evaluat~on Schedule 

The antmpated schedule for the evaluat~on 1s 

Document revlew, prelim~nary planning, 
and questlonnalre preparation 

Team plannmg and HQ interviews In Franklm, 
wv 

Travel to Peru 

Travel to Nepal and India 

Dates 

26-30 May 

2-6 June 

24 August-7 Sept 

14 Sept-3 Oct 



Draft Report completed 17 October 

Discussions ~n Franklin 20-2 1 October 

Final Report completed 31 October 

Final debnefing in Franklin To be determined 

The evaluation process shall begin with a review of bas~c grant and program documents This 
will be followed by four days of planning, discussion, and interviews with key TMI personnel 
and Board members in Franklln, WV An outside facilitator may be used In the early planning 
stages Whlle in Franklln, the team will have access to matenals relevant to accounting, 
budgeting, planning, project implementation, and management 

During this early planning phase, the team will focus and define the evaluation questions in this 
Scope of Work, creating a detaled and pragmatic evaluation plan responsive to the evaluation's 
anam purpose 

5 3 Project Documentation 

As part of its overall onentatlon to The Mountain Institute and this Matching Grant, the 
Evaluation Team shall have access to a range of relevant project and organizat~onal 
documentation Among these shall be 

TMI's Matching Grant proposal (November, 1994) 
The Matching Grant Cooperatwe Agreement (August, 1995) 
The Detailed Implementation Plan (DIP) (March 1995) 
The First Year Annual Report (October 1995) 
Quarterly Reports for all Matching Grant components (Oct 1995-present) 
Country Program and HQ Publications, Brochures, and Working Papers 
Planning and Pollcy Documents 
Reports, Proceedings, andlor Documentation produced durmg international 
workshops at the Spruce Knob Mountain Center 

Financial Pollcies and Procedures Documents 

6 0 Report Format 

The report shall be concise (no more than 50 single-spaced, typewritten pages), appropriately 
organized, and to-the-point The presentation of the final report should be guided by the basic 
outline shown below 



Tltle Page 
L~st of Acronyms (if necessary) 
AID Evaluation Summary Report 
Executive Summary (under 5 pages) 
Table of Contents (with Appendices, Figures, and Tables) 
Man Report (organized in accordance w~th evaluation questions in SOW) - 
Appendix 1 Scope of Work 
Appendix 2 Evaluation Team Itmerary 
Appendix 3 Indlvlduals Contacted 
Appendix 4 References Consulted 
Appendix 5 (As needed) 



Attachment # 2 

The Mountam Inst~tute 

Brewer Lama, Ms Wendy, Program Associate 
Browrung, Mr David, Chef Financ~al Officer 
Byers, Dr Alton, Semor Conservatiomst 
Byers, Ms Elizabeth, Conservation Mapping Specialist 
Campbell, Dr Gabriel, Dlrector Asian Envlronrnental Programs 
Castro, Dr Juan, Co-Manager, HNP Project 
Cerdan, Ms Minam, Program Assistance 
Davis, Mr Robert, Semor Program Officer 
Espie, Mr Jason, Program Officer 
Jam, Dr Nandita, S i b  Project Director 
Kolff, Mr Adam, Program Assistance 
Kosek, Mr Jake, Program Manager 
Lepcha, Mr Renzino, Siklurn Field Director 
Meza, Ms Isabel, Program Assistant, Peru 
Mick, Ms Carol, Financial Manager 
Mmllo, Mr Pedro, Program Assistant 
O'Bnen, Ms Damel, Technology Specialist 
Odell, Mr Malcolm J , Himal Program Staff 
Pemston, Mr Brian, Nepal Program Staff 
Pratt, Dr Jane, President and CEO 
Preston, Ms Lynelle, Program Assistant 
Recharte, Dr Jorge, Andes Program Dlrector 
Shreve, Ms Lee Ann, Program Assistant, Peru 
Tohan, Mr Ankur, Program Assistant 
Torres, Ms Minam, Co-Manager, HNP Project 
Underwood, Mr James, Director Appalachan Programs 
Warsinsky, Ms Suzanne, Advancement Officer 

- 

' The evaluation team met with a large number of vdlage leaders, lodge owners, tourist groups These were 
mformal group sessions and it was not poss~ble to collect the names of mdividual part~cipants 



Trustees 

Armbrecht, Mr Edward C 
Coles, Mr Julius E 
Eastman, Mr Thomas B 
Wlutby, Mr Robert H 

NGOs, Government Offic~als, Others 

Camino, Alejandro Mr , USAIDPeru 
Davis, Mr Alan L , USAID/Nepal 
Lama, Mrs Ganesh, SAGUN 
Lozano, Mr Luis Alfaro, Director General of Natural Areas, Inst~tute of Natural 

Resources, Peru 
Pollock, Mr Fred, USAID/Nepal 
Portillo, Ms Mana del Carmen, Dutch Embassy, Peru 
Poudel, Mr Durga, Semor Conservation Ranger, Langtang Park 
Pradhan, Mr Narendra, Chef Warden Langtang Park 
Rai, Dr S C , Scientist GB Pant Institute 
Sharma, Dr Eklabya, Scientist-in-Charge, GB Pant Inst~tute 
Sharma, Dr Uday, Director General of Department of National Parks and 

Wildlife Conservertion 
Sherpa, Ms Lamu C Mountain Spmt/Nepal 
Sundnyal, Dr R C , Scientist-in-Charge, GB Pant Institute 



Attachment # 3 

The Mountarns Instrtute 
Evaluatron Questrons 

In any evaluat~on there are generally two sets of questions One set deals wth tangble 
pei$ormance outcomes and compares what has happened to what was expected to have 
happened In the case of the grant to the Mountam Institute, the specdic expectations are 
set forth wth reasonable clanty m the four sections of the Detaded Implementation Plan 
that deal wth the four pmcipal program areas Peru, Nepal, Slkkun and Headquarters 
Strengthemg The evaluation d l  address progress toward each of the speclfic sets of 
objectives, some of whch are presented in terms of quantitative accomplishments 

Where the intent is to build mstitutional capacity, there 1s a second set of questions that 
address the attributes of mstitutional growth and matunty that are frequently dficult to 
quantifi and that, whle not enumerated in the grant document, are hndamentally at the 
core of onglnal intent W l e  there is considerable overlap between these two sets of 
questions, the distinction is usefil because an exclusive focus on outcomes can ignore 
valuable lessons whde a sole focus on the mntangble and unexpected ignores the 
importance of reasonable compliance 

What follows are a senes of "analytical questions9' that are designed to assist in our 
evaluation of the Matchg Grant to the Mountam Institute By and large, these questions 
fall into the second category - - 1 e they are less concerned wth accountability than wth 
overall mstitut~onal capacity, although there is obviously and importantly a close 
connection The purpose of these questions is threefold The first is to focus and channel 
our Inquiry The second is to suggest ways of thlnlung about orgamzational performance 
that wll be helphl in assessing progress The thrd is to provlde an lnformal "internew 
guide" so that the evaluation team is pursuing a more or less standardized set of core 
quest~ons and issues in our discussions The questions are neither comprehensive or 
necessmly ~n pnonty order and there is, of necessity, some duplication and overlap 

It is important to emphasize that the following questions need to be posed and considered 
In the context of the hndamental goal of the grant whch is to " mcrease in-country 
NGO, government and pnvate sector capacrty to design, implement and momtor effective 
commumty based biodiversity conservation programs " Thus, in an unportant sense the 
operative intent of ths  grant is embodied in the word "capacity" and much of the work of 
the evaluation wdl focus on whether and to what extent that has been accomplished 

The fiamework is d~vlded into the two basic purpose categories of the grant international 
and domest~c (or headquarters ) 



I. Internat~onal (or programmat~c) 

The TMI model - - general 

To what extent has the grant helped TMl develop a tlisftnctzve approach 
to mountam conservation and commumty development? 

Has the grant helped TMI artzculate, refine and advance its model 
approach to worlung wth mountam communities? 

Is the TMI model effectively adapted to the needs and charactenstlcs of 
different s~tuattons? 

Is there a balanced and synergstic relationshp between the applzed 
components of the TMI model? (Conceptual & practical mtegnty) (See 
below ) 

Has the TMI model been presented and adapted in a manner that d 
increase the likelihood of automatic selfreplzcatzon? 

Is the TMI model and approach to worlung wth mountain cornmumties 
sustaznable m the sense that it can be adopted and apphed by indigenous 
institutions in a cost effective manner? 

Is TMI worlung strategcally wth local orgamzations to transfer 
knowledge and understanding of the TMI model and approach to mountam 
conservation? 

Does TMI have an adequate understandzng of the institutional 
strengths and weaknesses of its local partners? 

Does TMI have a Jystematzc approach to assessing local 
institutional capacity? 

Has the grant helped TMI augment its abzlzty to respond to the 
institutional needs of its local partners? 

Has the grant helped TMI identify, refine and rnstall zndzcator 
measurement systems that are helpfbl to managers? 

Has the grant helped TMI take "lessons learned" from one country context 
and adapt and apply them to another andlor to a refinement m genenc 
approach? 



Has the grant helped TMI develop a cost effective evaluatron Jystem that is 
used, respected and a source of organtzational lemng? 

The TMI model - - components and effectweness 

How has the grant helped TMI unprove its approprzate and 
relevant knowledge of the general enwonment III each mdimdual 
country situation (We can assess ths from e g aslung about TMl's 
local knowledge of biodiversity, vegetation, geology, etc ) 

How has the grant helped TMI mprove its approprrate and 
relevant knowledge of specific conservation issues in each 
mdiwdual country ? ( We can assess ths from e g aslung about 
species, vegetation, and sites that are at nsk and d e t e m m g  
whether causes have been identified and remedial actlons planned 
or implemented ) 

How has the grant helped TMI formulate approprzate and relevant 
in-country strateges for dealing wth identified enmronmental 
conservation issues? 

Has the grant helped TMI refine and improve its approach to 
commumty based env~ronmental conservation in a balanced and 
cost effective manner? 

How has the grant helped TMI deepen ~ t s  practical understanding 
of the dynarmcs of stakeholder relationships including structure, 
hierarchy, influence and conflicts? 

Has the grant helped TMI improve its abhty to work wth multiple 
stakeholders in order to acheve desired outcomes that reflect local 
knowledge and values and rely on commumty participation? 

Is the application of the techmque of "apprec~ative inquiry" done m 
a balanced and reahstic faslnon and does tlns approach to 
cornmuruty decision malung appear to be effectwe? 

Has TMI been able to brzdge between a "bottom up" commumty 
based approach and a "top down" sensitiwty and responsiveness to 
national pohcies? 



Socral and Economlc Welfare 

Has the grant helped TMI Improve its approprzate and relevant 
knowledge of local economc activlty and its positive or negative 
Impact on enwonmental consewabon? 

Has the grant helped TMI lmprove its approprzate and relevant 
knowledge of social welfare needs? 

Has the grant helped TMI identlfy and develop strategzes for the 
mtroduction of altematzve forms of employment? 

Has the grant enhanced TMI's capacity to work wth local 
cornmumties to adopt these alternative and enwonmentally sensible 
forms of livelihood? 

Does TMI have adequate in-country staff capac~ty to research, 
design and "market" alternative economc strategies in effected 
areas? 

Has the grant helped TMI identi@ and establish constructwe pomts 
of mtersection between employment goals, social welfare goals and 
enwonmental conservation goals? 

Has the grant helped TMI develop an approprzate and relevant 
understandzng of the major policy constrants to cornmumty based 
enwonmental conservation in those countnes where TMI works? 

Has TMI been able to establish the necessary network of contacts 
and relationshps that are needed to ~ntluence the policy process 

Has TMI been able to develop an appropnate advocacy style that 1s 
likely to be effective in those countnes where TMI works? 

Has TMI been able to translate ~ t s  field expenence and techrucal 
knowledge mto relevant pohcy judgments and recommendations? 

II. Domestlc (or ~nstltutronal) 

A broad purpose of the grant was the genenc strengthenmg of TMI as an institution 
Whlle the grant supports specdic actiwties (a long range financial plan, a institution wde 
evaluation system) underlymg the specifics was a broader conception of more effective, 



wable and dynarmc organmtion The followng senes of questions attempts to suggest a 
framework for gettmg at the issue of strengthened mstitutional capacity 

Strategrc focus Has the grant helped TMl develop a sharper, more coherent 
strategc focus on what it does and how it does it? 

Does 'I'M have an effective plannmgprocess? 

Is there broad consensus wthm the organrzatlon wth respect to 
orgamzatzonal values, goals and approach? 

Is their broad consensus wthm the o r g w t l o n  wth respect to operatrng 
dejinrtzons, ternnology and the componentry of the TMI model? 

Has TMI been able to balance between the lmportance of focus on the one 
hand and adaptatron on the other? 

Do the diverse elements of the TMI portfolio complement and fit together 
in an orgmcally related fashion? 

Are kture growth plans financially, programmatically and orgamzationally 
realrstrc and feasible9 

Organuatronal Learnrng Has the grant helped TMI address internal bmers  and 
constraints to orgamzational lemng? 

Is information openly and efficiently dstnbuted and shared in a manner and 
form that is conducive to leanung? 

Is TMI leamng process capable of a reasonable degree of iconoclastic 
thmktng that constructlvely questions conventional wsdom and accepted 
truths - - can TMI penodlcally engage in "double loop" lewng? 

Have learmng systems been established? 

Leadershrp and part~crpatron Has the grant helped TMI mature and balance 
between the lmportance of participation and consensus on the one hand and 
leadershp and managed dlrectlon on the other 

Is the nature and degree of managend oversight appropnate to the needs 
and values of the orgarmation? 

Fmanc~al v ~ a b ~ l ~ t y  Has the grant helped TMI formulate a long range financial 
strategy that IS consistent wth and supportive of TMI's long range program 
strategy? 



Human resources Has the grant helped TMI attract and develop the cahber and 
mm of human skdls appropnate to what TMI does? 

Is staff morale positive and energetic? 

Are cornmumcations open and duect? 

Are evaluation systems and professional development plans m place? 

Are headquartersfield relat~ons structured m a manner that effectively 
balances between the need for consistency and duechon on the one hand 
and autonomy and adaptive flexlbllity on the other? 

Governance Has the grant helped TMI strengthen its governance structure? 

Does the board understand its role and function? 

Is the composition and slull rmx of the board appropnate to the long term 
needs and evolution of TMI? 

External Relat~ons Has the grant helped TMI forge a structure of long term 
relationshps that wdl have the dual benefit of replicating what TMI does whle 
prowding a fabnc of supporting ~nstitutional linkages 


